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Abstract
Changing demographics and labour market structures are placing increased pressure on
identifying work/life balance solutions, while global competition is forcing companies to
look beyond traditional solutions to search for competitive advantage. Recent rapid
technology developments facilitate a strategic application of teleworking, which, in
suitable organisations, would appear to alleviate both of these issues. Despite this, the
limited evidence that exists in the telework literature indicates a dearth of telework in
Irish companies, and recent research on the reasons for this, form a gap in the literature.
This study, therefore, empirically examines the key factors that influence the extent of
telework in Ireland. The exploratory approach employed, provides the opportunity to gain
an invaluable perspective from participants with personal experience of working from
home. The qualitative data, gathered during this current study, offers some unique
insights

into teleworking in

Ireland and

highlights challenges which appear to

be particular to the Irish context. While telework is seen in a positive light, by the
respondents in this current study, socio-cultural barriers to telework are identified. A
recurring theme, emerging from this research, highlights the pervasiveness of a
traditional management style, and an Irish culture of mistrust, which poses a particular
challenge to those wishing to engage in telework. This current research reveals a
particular Irish need for social affiliation, through workplace interactions, which may
account for the prevalence of‘part-time’ teleworking in Ireland.
Given the attitudinal challenges to telework within Irish organisations, the research
findings suggest that there would be clear merit in piloting telework initiatives with
carefully selected candidates. Multinationals and young dynamic businesses which
remain open to innovative work practices, particularly in the services and technology
sectors, are ideally positioned for such an initiative. Coupled with the extension of
broadband, a successful outcome, with government sponsored PR, could pave the way for
expanding the practice of teleworking in Ireland. This research would be of particular
benefit to organisations and individuals considering the option of telework in the future.
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Chapter 1: Introduction

1

..

In a country that has been moaning
about low productivity and searching for
new ways to increase it, the most antiproductive thing we can do is to ship
millions of workers hack and forth
across the landscape every morning and
evening,
Alvin Toffler
(Toffler, 1970).

1.1 Introduction

Globalisation is now a fact of life for Irish businesses and with strong competition
driving a need for rapid responsiveness, virtual teams are a growing trend. Information
and communications technologies (ICT) now play a vital part in influencing and
reshaping how we work and live. These factors are converging to forge a paradigm shift
in how we work. International competition is forcing companies to look beyond
traditional solutions to search for competitive advantage through innovative workplace
structures. Boosting productivity can significantly impact the bottom line, both
organisationally and nationally. Establishing Ireland as a true information society may
provide a vital boost to Ireland’s national competitiveness and assist in overcoming

' Ireland has consistently emerged as one of the most globalised countries in the world on the widely
referenced globalisation index produced by Foreign Policy magazine (6* place in 2001, 1st place in 2002,
2003 and 2004, 2nd place in 2005, 4th place in 2006 and 5th place in 2007 (Kearney, 2007, 2006, 2005,
2004, 2003,2002, 2001).
“ Virtual organisations are organisations of various independent members that operate cooperatively
without the constraints of space and/or time (National Advisory Council on Teleworking, 1999: 10).
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economic and geographical challenges. In ‘Building Ireland’s Smart Economy’, the Irish
government maintains that:

Productivity is about making the most of available resources, combining them in new
ways, and creating new sources of value. And it is the key driver of economic
performance, and of sustainability. This means new skills, new ways of working and
openness to change across all sectors of the economy,
(Government of Ireland, 2008).

Embracing the concept of teleworking can improve organisational flexibility and re
activeness, as well as demonstrating Ireland’s openness to alternative work practices.

Teleworking is defined as “a way of working using information and communication
technologies in which work is carried out independent of location”, (National Advisory
Council on feleworking, 1999: II). Telework is an essential part of introducing and
supporting new ways of working, organisation and trade. The potential of teleworking for
improving the quality of life of workers is substantial. The changing labour market and
demographics, featuring dramatic shifts from the traditional nuclear family to dual
earner, and single parent families, has brought work/life balance into focus. Telework can
offer a better balance between our role as members of the labour force and our role as
parents and members of society outside work.

The core of the opportunity in teleworking is in services and, particularly, internationally
traded services, a growing sector in the Irish economy (CSO, 2010). As teleworkers can
live in the locations of their choice, teleworking has the potential to contribute to
employment creation in rural and disadvantaged areas and aid in regional development.
In addition, teleworking, if generally implemented, can assist Ireland in meeting its
targets for CO2 emissions and improve the environmental quality of our urban areas.
These benefits add to the quality of life of commuters as well as to the physical
environment. The workplace flexibility of teleworking offers many advantages for Irish
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workers and employers alike. Yet the teleworking phenomenon appears to remain a
relatively untapped offering in the Irish workplace.

This research study empirically examines telework in Ireland, using primary and
secondary research data, to investigate why telework has not yet permeated the Irish
workplace to the extent that it appears to have in the U.S. and many of our European
neighbours.

1.2 Background to the Research
Royse (1995) posited that one’s life experiences often provide the inspiration for research
projects.

This indeed proved to be the case for this current research project, which

stemmed from the researchers own experiences in relation to teleworking.

The

researcher formed part of a teleworking panel for a previous employer, with
responsibility for assessing if candidates requesting telework were suited to working from
home. The myriad of considerations that had to be taken into account surrounding role
suitability, individual characteristics, organisational culture, impacts on other employees,
technical and logistical pre-requisites, among others, highlighted the complexity of the
decision process for companies and individuals in relation to teleworking. The researcher
also had the opportunity to telework on a part-time basis, gaining invaluable personal
experience of working from home. At this time, the researcher began to wonder how
extensively teleworking is utilised in Ireland, and why there was not more part-time
teleworking, for certain roles that are particularly suited to it.

The following sections outline some background information on the concept of telework,
to set the context for this current research study. A history of telework is presented,
commencing from an initial interest in telework in the 1970s through to present day. The
extent of teleworking is summarised based on the limited available data, and a teleworker
profile constructed from secondary research data.

15

1:2.1 History OF Telework

Widespread interest in teleworking began in the 1970s, when the term ‘teleworking’ was
coined to encapsulate remote working from the office (Baruch, 2001). According to
Burch (1991), its origins are attributed to the oil crisis of the 1970s when it was observed
that “if just one in seven commuters dropped out, the U.S. would have no need to import
oil”, (Burch, 1991: 19). Hoang et al., (2008), note that, at that time. Jack Nilles and his
team examined teleworking in an insurance company on the west coast of the United
States in order to study its feasibility, and the publication of this influential study became
the inspiration that spawned a large body of research in this area. Hoang et al., (2008)
attribute Jack Nilles with universal recognition as the ‘father’ of teleworking research.

In the 1970s and 80s, the prediction of popular futurists such as Toftler did much to
establish telework in the popular imagination (Haddon and Lewis, 1994). Toftler (1980)
suggested that the information age “could shift literally millions of jobs out of the
factories and offices into which the industrial revolution swept them, right back to where
they came from originally: the home”, (1980: 212). When some employees began to
carry out their work remotely, it was found that telework could also provide “flexibility
in the provision of work [which] can benefit organisations and individuals”, (Burch,
1991: 18). The 1980s saw telework re-launched as a flexible working arrangement, by
which job and family demands could be balanced, skill shortages addressed, and
economic peripheries integrated with eore regions (Kinsman, 1987; Huws et al., 1990). In
1984, teleworking again gained exposure when residents in the Los Angeles area, used
teleworking to avoid traffic congestion caused by the Olympic Games (Hoang et al.,
2008).

According to Hoang et al., (2008), in the 1990’s, technological barriers to telework began
to disappear with advances in ICTs: high-speed internet access began to replace lowspeed modem connections and virtual private networks (VPN) reduced concerns over
security vulnerability (Hoang et al., 2008). Collins (2005) describes teleworking as a new
form of flexible working which is in its infancy: a 2U‘ century concept made increasingly
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practicable by rapid developments in ICTs. As noted by Baruch (2000), traditional modes
of control are no longer necessary for effective management of people, and current
developments in technology make remote work feasible.

With the flexible nature of

mobile technology, telework has become more common and more important to the
organisation (Hoang et al., 2008).

In Ireland, a ‘National Advisory Council on Telework’ was set up by the government in
1998 and an ‘E-work^ Action Forum’ established a year later (Bates ei al., 2002). The
purpose of this forum was to provide a focal point for the ongoing development of an
environment conducive to teleworking opportunities and to provide a mechanism to
monitor and progress recommendations provided to stimulate telework in Ireland (Ework Action Forum, 2001). A Code of Practice on telework was developed and endorsed
by the Government, IBEC and ICTU as part of the program for prosperity and fairness,
winning a European Telework award (E-work Action Forum, 2001). The concept of
telework enjoyed governmental support in that timeframe:
The Programme for Prosperity and Fairness eornmits the Government to the
development of teleworking throughout the economy. This is essential if we are to
ensure the continued development of Ireland as a centre for information
technology,

(McCreevy, 2001)

Milne (2006) observes, however, that since then the Department of Enterprise, Trade and
Employment seems to have stopped actively promoting telework, and with no CSO
statistics since 2003, recent official national statistics on how many people are engaged in
telework in Ireland have not been compiled.

3

, E-work’ is a term that is synonymous with telework and tends to be used more in EU documentation.
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1:2.2 Status of Telework

Irish data from the Central Statistics Office (CSO) on telework compiled in 2003^^,
indicates that at the time, 2.3% of the working population teleworked (CSO, 2003). More
recent pan-European research, conducted by Parent-Thirion (2007) indicates that the
overall proportion of Europeans teleworking is very low: slightly more than 8% of all EU
workers do any telework at all, and less than 2% regularly work from home and with a
PC. Parent-Thirion (2007) also concurs with the earlier assessment of Bates et al., (2002)
which found that, compared with the rest of Europe, supply and demand for telework in
Ireland is modest. Parent-Thirion (2007) found Ireland lagging behind many of our
European neighbours, with 4.2% engaged in any form of telework and 0.5% teleworking
regularly (Figure 1.1).

Figure 1.1 Telework in the E.U.
Telework in the E.U.

Illlllllllllll
■ 'K involved in telework st less* '5 qusrter of the time' or wore

I

■ % Involved In telework 'almost all of the time'

(Parent-Thirion, 2007).
A recent report in the U.S shows that 26.2 million Americans, nearly 20% of the U.S
working population worked from home an entire day at least once a month in 2010
(WorldAtWork, 2011).
A specific census on teleworking was conducted by the CSO in 2003. Since then there has been no
equivalent national surv'ey on teleworking published.
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Many of the world’s largest corporations now have telework programs for their
employees allowing them to work from home; well known examples include AT&T, Eli
Ully, Hewlett Packard and Nortel (lllegems and Verbeke, 2004). Hoang et al., (2008),
note, however, that “the prediction by futurist Alvin Toffler of the emerging ‘electronic
cottage’ in which “office towers, may within our lifetimes, stand half-empty, reduced to
use as ghostly warehouses or converted into living-space”, appears to remain an illusion.
What has evolved seems to be the prevalence of occasional telecommuting^ in which the
balance between reaping the benefits of telecommuting and conforming to corporate
culture’s tradition can be achieved”, (2008; 92).

1.3 Rationale for the Study
fhe volume of research conducted on the field of Telework has given rise to the adage
that “there are more people doing research into Telework that there are Teleworkers”,
(European Foundation for the Improvement of Eiving and Working Conditions, 1994:12).
While large volumes of research have been conducted into certain aspects of Telework
such as work/life balance (e.g., Sullivan and Eewis 2001; Musson and Tietze 2004;
Hilbrecht 2008) and telework characteristics (e.g., Haddon and Brynin, 2005), few focus
on the Irish case. Little research attempts to get to the bottom of the ‘Irish Dichotomy’ —
why Irish telework adoption rates appears to trail its European and American
counterparts, in spite of the apparent advantages of teleworking and the well matched
economic and demographic conditions. According to Bates et al., (2002), Ireland has
often been presented as a country with strong drivers towards high levels of teleworking,
including a young workforce, a large ICT sector, high business property prices and rents
and urban traffic congestion. Yet, what limited up-to-date research and data exists on the
practice of teleworking in Ireland (Adam and Crossan, 2000; ECaTT, 2000; Humphreys
et al., 2000; Bates et al., 2002; Parent-Thieron et al., 2007) shows Ireland trailing its
European counterparts in the take-up of this flexible working option.

‘Telecommuting’ was the original term used for teleworking, to indicate how this remote working
replaced commuting.
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Although some research (Gainey et al., 1999; Hoang et al., 2008) has explored the
relationship between culture and telework, this topic has not been examined in detail.
Humphreys et al., (2000) when commenting on the Irish public sector experience,
believed that “wider adoption of teleworking in the public service would require a
substantial change in managerial and organisational culture”, (2000; 75). Adam and
Crossan (2000) too, in their study of teleworking in Ireland concluded that the major
impediments to more rapid and extensive adoption of telework seem to be organisational
and cultural. In particular, the strong cultural emphasis at present on visibility and hours
of attendance incorrectly focused managerial attention on time spent at work rather than
its productivity and value added. This current study attempts to examine the relationship
between cultural issues and teleworking adoption, focusing on the Irish market.

Research suggests that Irish telework tends to be more a result of informal, occasional
practice than full-time official policies (McGrath and Houlihan, 1998: 21-39). Given the
uniquely high ratio of part-time to full-time teleworkers in Ireland (ECaTT 2000:27), this
current Irish study will also examine the reasons for such an anomaly and explore any
linkages between the high proportion of part-time and informal teleworkers and cultural
pre-dispositions.

The aim of this new research is to provide, using qualitative methods, the answers to the
following questions:

Why is the take-up of telework in Ireland still so low relative to other developed
nations?
Does any aspect of national or corporate culture in Ireland impact on the volume of
teleworking?
What changes are required in Irish workplaces, attitudes and structures to facilitate an
increased take-up of teleworking?

Why is there such a high proportion of part-time teleworkers in Ireland?
20

•

Does telework provide a work/life balance solution for Irish teleworkers?

This research study also aims to address a gap in qualitative research on teleworking in
Ireland, and build up an understanding of the current attitudes to teleworking, as well as
the barriers to its expansion.

1.4 The Methodological Approach

‘Teleworking: An Examination of the Irish Dichotomy’ presents a research study of the
nature of telework in Ireland, with a specific focus on the barriers to the increase of
telework in the nation. An extensive primary and secondary research was conducted as
part of this exploratory study into telework in Ireland. Primary research was conducted by
carrying out thirteen semi-structured interviews with a combination of current and parttime teleworkers and managers (Appendix A). The practical experiences of these
practitioners of telework qualified them as experts in telework and its impacts. Each
interview was conducted with the aid of an interview guide which allowed the researcher
leeway to probe further when required (Appendix B).

Although this current research endeavoured to interview solely Irish teleworkers, it
became necessary to extend the scope to include one U.S. and one U.K. based teleworker
to facilitate data comparison. Thus, eleven of the interviews were face-to-face, with two
further interviews conducted over the phone due to geographical challenges. Many of the
Irish-based respondents had experience working within geographically dispersed
organisations and with telework on an international basis.

The findings and conclusions outlined in this current research study are derived from the
extensive primary data gathered by the researcher, and considered in the context of the
extant secondary literature on the topic of telework. These findings generate
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recommendations by the researcher to guide future developments in the area of telework
in Ireland.

1.5 Outline of the Thesis

This thesis examines telework in an Irish context and focuses in particular on the barriers
faced by teleworkers in this country. This current chapter introduces the research study
and provides the reader with background information on the phenomenon of teleworking,
as well as the motivations for initiating this current research study. It concludes with the
framework for the research study.

Chapter 2, critically examines the extant literature on the topic of telework. It commences
by presenting the reader with some background and historical information on the concept
of teleworking. A profile of the typical teleworker is then presented, along with an outline
of the key influences on telework. The impacts of telework are explored from an
individual, organisational and societal perspective. The latter part of the chapter examines
the landscape of telework in Ireland in the context of the available literature.

Chapter 3, sets out the research philosophy adopted in this current study. Qualitative
research principles are outlined, along with the researchers reasoning for this choice of
methodology. The research approach taken to establishing the basis and boundaries for
the study is described. This chapter then takes the reader through the stages of the
research process from preparation, including the interview pool, sample selection and
contact methods, through to conducting the semi-structured interviews and analysing the
data. Finally, ethical aspects of the research are taken into consideration along with the
limitations of the study presented.

Chapter 4, reports the main empirical findings from this current research conducted with
thirteen respondents with personal knowledge and experience of teleworking. The

22

findings are analysed and presented in Chapter 4. These findings are grouped and
presented under various headings related to the themes and sub-themes of the study:
•

Perceptions of telework

•

Organisational Influences

•

•

•

o

The Decision Makers

o

Organisational Culture

o

Role Suitability

o

Technology Support

Impacts of Telework
o

Impacts of Telework on Work/Life Balance

o

Career Impacts of Telework

o

Productivity Impacts of Telework

o

felework Impacts on Group Dynamics

o

‘Green’ and Cost Reduction Impacts of Telework

Barriers to felework in Ireland
o

Broadband Availability

o

Socio-Cultural Barriers and the Irish Need for Social Affiliation

o

Irish Management Culture and the Trust Issue

The Future of Telework in Ireland
o

Part-time Teleworking - The Model of Choice

o

The Irish Telework Potential

Chapter 5, concludes this current research report, with analysis of the findings presented
in Chapter 4. These findings are critically evaluated, in the context of the previous
literature on telework presented in Chapter 2, along with supplementary material
consulted, pursuant to establishing the full context of some more unexpected findings in
the study. Conclusions are drawn from the empirical data, and recommendations and a
model for future practice in relation to telework in Ireland is presented. These findings
outline the researcher’s contribution to the extant literature on telework and present some
interesting new contributions to the body of research on telework in the Irish context.
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Chapter 2: Literature Review

With current technology many employees are able to work just about anywhere,
including an airport, a hotel room, a eafe, a park, and their home. They can also
work just about any time; they are not tied to a nine-to-five workday. Whether
using wired or wireless technology’, employees have many opportunities for
remote work. Indeed, today an employee’s proximity to his or her office is often
less important than a reliable internet connection, (Hoang et al., 2008: 77).

2:1 Introduction
1’his chapter reviews the existing literature on teleworking, attempting to understand this
phenomenon of working ‘remotely’, or from home. The definition of telework (or
telecommuting as it’s referred to in the U.S literature (Nilles et al., 1976)) is explored and
the personality of a typical teleworker is examined, along with the motivations and
drivers for telework, from personal, organisational and social perspectives. Various
sources of information and statistics on the extent of teleworking are consulted, in order
to assess quite how widespread the practice of telework is, and what form it takes. The
impacts of telework — both positive and negative — are outlined. Finally, the Irish
situation regarding telework is reviewed within the context of the general literature. The
literature review commences by considering the history and concept of telework.
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2:2 Teleworking: A Conceptual Introduction
2:2.1 Definition OF Telework

Nilles et al., (1976) first proposed ‘telecommuting’ as an option to alleviate commuter
traffic, whereby knowledge workers “could perform their work, using communications
and computer technologies, at locations much closer to their homes”, (1976: 4). Huws et
al., (1990) agree that information and communication technology (ICT) is a central tenet
of telework, but argue that telework is not necessarily ‘telecommuting’, as the desire to
save on communicating is not the primary motivator for all teleworkers. The definition
of telework put forward by Huws et al., (1990), includes three variables: the location of
the work (remote from the office); the use of electronic equipment; and the existence of a
communications link to the employer.

EC (1994), Korte and Wynne (1996), Smith and Baruch (2001), Baruch (2001b), and
lllegems and Verbeke (2003) agree that, in general terms, telework is remote work, and
that it involves the use of ICTs.

Sullivan (2003) concurs that technology is a crucial

element in the distinction between telework and other forms of decentralised work and
work at home. lllegems and Verbeke (2003) go on to add further variables in their
definition of telework. Along with the location of the work and the nature of the
technology used, lllegems and Verbeke (2003) include: the amount and proportion of
time spent off the employers’ premises; the contractual relationship with the employer;
and the nature of the relationship with the employer (e.g., full-time, part-time, etc.).

According to Huws et al., (1990) and Haddon and Brynin (2005), some debate revolves
around the duration of work conducted at home or away from the office required for the
work to be considered telework. Gray et al., (1993) don’t specify a specific duration
required to qualify as teleworking in the time element in their definition of teleworking:
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A flexible way of working which covers a wide range of work activities, all of
which entail working remotely from an employer, or from a traditional place of
work, for a significant proportion of work time (1993: 2).

ECalT (2000) outline a more specific threshold for the required time working from home
to be considered teleworking:

Teleworkers are those who: (a) work from home for at least one full working day
per week; (h) use a personal computer in the course of their work; (c) use
telecommunications links for communication; and (d) are either in salaried
employment or self-employed (2000: 9).

Baruch (2001b) disagrees with the latter element of the ECaTT definition, excluding
manual-based home production such as farming and self-employment. Wilks and
Billsberry (2007) concur with the ECaTT definition and posit that telework can include
the self-employed.
Qvortrup (1998), while listing some of the myriad of terms used for teleworkers:
electronic homeworkers, telecommuters, e-workers, flexiworkers, teleworkers, distance
workers, teleguerillas, home-based nomads, electronic moonlighters, satellite office
workers, mobile teleworkers, full- and part-time homeworkers, telecottage workers;
suggests that not only are these terms not synonymous, but that they are based on
different criteria (e.g., technical, geographical, legal, etc.) and so, cannot be combined
into any logical sub-categories. According to Qvortrup (1998), the varying definitions of
teleworking mean counting teleworkers is “like measuring a rubber band — the results
depend on how far you stretch your definition”, (1998: 21). According to Baruch
(2001b), these varying definitions of telework, also makes it almost impossible to find
out how many people and organisations practice teleworking. Qvortrup (1988), too, notes
that “for reasons of definitions, it is difficult to perform quantitative telework surveys”,
(1988: 27) and this must be borne in mind when interpreting secondary telework data to
establish the full extent of telework.
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2:2.2 How widespread is Telework?

The majority of the Fortune 1000 companies offer telecommuting hut the majority of
workplaces do not,

(Potter, 2003: 76).

According to Davenport and Pearlson (1998) in their study of one hundred of Fortune
500 companies, less than 30% of these leading companies apply alternative work
arrangements, and, when it comes to teleworking, it is just about 10% of the employees
who are 'mobile' at some time. ECaTT (2000) found that 6% of EU employees practice
telework, with the highest levels reported in Scandinavian countries, the U.K. above
average, but Southern European countries including Ireland (with a 4.4% penetration
rate) trail behind. In addition to employees who already practice telework, an average of
60% of employees show an interest in working from home throughout Europe (ECaT'f,
2000).

According to Parent-Thirion et ai, (2007), in research conducted by them, involving
almost 30,000 European workers across 31 EU countries, the proportion of workers
working all or almost all of the time from home (with or without a PC) to be less than 3%
of the EU working population with 8% working at least a quarter of the time at home
with a PC. Parent-Thirion et ai, (2007), suggest that, although telework or working from
home is not yet a real alternative to working on company premises, it is used by a
substantial proportion of people as a complement to their normal working arrangements.
3'he research performed by Parent-Thirion et aL, (2007), supports the findings of the
earlier ECaTT (2000) study which identified that the proportion of people teleworking is
highest in the Scandinavian countries and the Netherlands and lowest in the southern
European countries; telework is much more often carried out by self-employed persons
than by employees; and men are slightly more likely to do telework than women.

Eurostat (2009) surveyed workers across 26 EU countries to report that teleworking on a
regular basis among workers aged 25-49 has progressed only slowly between 2000 and
2006 (Figure 2.1). At the European level, occasional telework progressed by less than 0.5
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percentage points over the period 2000-2006, while usual telework recorded a slightly
higher increase (by about 1 percentage point). Eurostat (2009) also note that, considering
the gender-specific distribution of household and caring responsibilities, telework is
generally more widespread among women, whereas occasional telework is more common
among men.

Figure 2.1 Evolution of the European Teleworking Population, 2000/2006
(As a percentage of all persons employed in the age group 25-49, by gender)
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Eurostat (2009: 127).

According to WorldatWork (2009), a survey conducted by them in the U.S. in 2008,
found that just over 11% of Americans teleworked at least one day per month which they
attribute to a proliferation of high-speed and wireless Internet access, rising commuting
and fuel costs and employers better embracing work/life balance concepts. WorldatWork
(2009) also found that the numbers of full-time commuters are dropping while occasional
teleworking is on the rise. A report by the Gartner Group states that as of 2008, 41
million corporate employees globally telework at least 1 day a week, a figure that jumps
to 100 million for teleworking at least 1 day a month (Lautsch and Kossek, 2011).
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According to O’Connell el al., (2004), a survey of 5,198 Irish people conducted by the
ESRl, found that working from home was the least common flexible working
arrangement, available in 14% of respondents workplaces and used by 8%, concurring
with earlier findings on participation in flexible working arrangements in Ireland (Drew
el al., 2003). O’Connell el al., (2004), also found that men are more likely than women to
work from home.

Table 2.1 The Extent of Flexible Working Arrangements among Irish Employees
Home Working

Male

Female

Public

Private

Total

Used in Workplace

16.0%

10.9%

15.0%

13.3%

13.6%

Personally Involved

10.3%

5.3%

9.0%

7.8%

8.0%

(O’Connell el al., 2004: 46-54).

2:2.3 Motivations to Telework

Gray el al., (1993), posit that individual teleworkers benefit from reduced commuting
time thus saving time, money and reducing stress; increased flexibility; greater autonomy
and increased freedom. According to Huws el al., (1996), telework offers a solution to
problems of balancing work and family life. Kurland and Bailey (1999) posit that
employees choose teleworking to decrease work-related stress, to reduce lengthy
commutes, to balance work and family responsibilities, to work longer hours but in more
comfortable surroundings, and to provide uninterrupted time to focus on their work.
Moore (2006) indentified that for professional teleworkers, the most frequently cited
reasons for telework were flexibility and financial/economic reasons. According to Hartig
el al., (2007) travel or family related reasons are the most frequently cited reason for
teleworking.

Benefits to the company include: reduced overhead costs, staff flexibility, skills retention,
greater recruitment opportunities, increased productivity and resilience against extreme or
unforeseen circumstances (Gray el al., 1993). Kurland and Bailey (1999) identified that
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organisational motivations to introduce telework centralise on redueing costs and to
improve employee morale and produetivity. Baruch (2000) concurs that costeffectiveness serves as the main impetus for telework introduction.
Potter (2003) notes how the September 11 2001 terrorist attacks on the World Trade
Centre and the Pentagon, and the Anthrax threats that followed, renewed interest in
teleworking by both employers and employees alike. Hoang et al., (2008) concurred that
the heightened concern for emergency-response at the turn of the eentury raised the
importance of telecommuting to the next level. The tremendous disruptions caused by the
terrorist attack of September 11, Hurricane Katrina, the threat of the bird t1u pandemic,
and severe weather conditions are among the many reasons that compel public and
private organizations to rethink their operational structure and arrangements to prepare
for the worst (Hoang et al., 2008). Aceording to Hoang et al., (2008), operational
continuity is vital for many organizations and teleworking is a viable arrangement and
strategy for crisis management.

fluws et al., (1990), identify technology as an enabler for teleworking, but the future of
teleworking will not be determined by technology. Hoang et al., (2008), conversely posit
that advanees in ICT are another driver for teleworking, prompting organisations to re
examine and re-design their structure and policies (such as the use of teleworking as a
workplace alternative), in order to enhance operational effectiveness and to remain
competitive.

2:3 Profile of Telework
2:3.1 The Teleworker Profile

Aecording to ECaTT (2000), the average Irish teleworker is 43 years old, male (females
represent just 8.65% of Irish teleworkers), and highly educated. The Central Statisties
Office (2003) refleeted similar findings, identifying the profile of the typical Irish
teleworker as male, Dublin-based, highly educated professional, in the serviees sector,
aged between 20 and 44 and working only part of their time from home:
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Table 2.2 Profile of the Irish Teleworker
Attribute

Profile

Notes

Gender

Male

Male (67%)

Location

Dublin based

Dublin (39.5%)

Age

Age 20-44

Age 20-44 (83.2%)

Telework Frequency

Part-time teleworker

Majority of time in the office (53.5%)

Occupational

Manager/

Managerial,

Category

Technical

technical (79%)

Education

Third Level Education

Tertiary

Professional/

professional

Qualification

and

(72%).

Workforce average is 41%
Industry Sector

Financial / Services Sector

Financial & Other Services (40.3%)
(CSO, 2003: 1-15).

WorldAtWork (201 1) report a very similar profile of the U.S. teleworker: male, aged 40
and highly educated:

Table 2.3 Profile of the U.S. Teleworker
2010|
(n=96)
Total teleworkers (United States)

26.2 million

Men

5696

Women

4496

Age
18-34

42%

35-54

5196

55+

896

Mean age

39.9

Median age

40.0

Educational Attainment
High school or less

2496

Some college/vocational

32%

College graduate

44%

Post-graduate degree

25%

(WorldAtWork, 2011:6).
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2:3.1.1 The Influence of Gender on Telework

Gender has been found to influence the desire to telework (Mokhtarian and Salomon,
1996, Walls et aL, 2006). Chapman et al., (1995), suggested that a preference to telework
for women was motivated by considerations such as work flexibility, convenience,
increased freedom and autonomy, as well as by the stimulus and sense of achievement
that telework could provide them. According to Teo et al., (2001), a greater proportion of
females favour this work alternative compared to their male counterparts motivated in
part to cater for domestic responsibilities. Irish data (CSO, 2003) as reflected in Table
2.2, U.S. data (WorldAtWork, 2011) in Table 2.3, and data from an earlier European
wide survey which found that 75% of teleworkers are male and 25% female (ECaTT,
2000), contradicts Teo el al., (2001), finding that the majority of teleworkers are male.
O’Connell et al., (2004), too, found that “in workplaces that utilise home working, men
are more likely than women to be involved”, (2004: 46), noting that, overall, about 10%
of men are involved in home working, compared to less than 6% of women.

2:3.1.2 The Influence of Ace on Telework

ECaTT (2000) findings indicate that the group of 30-49 year olds show a very high
proportion of teleworkers. Peters et al., (2004), concur, finding that employees up to the
age of 30 are less likely to practice teleworking than employees aged 45 and over.
O’Connell et al., (2004), agree, adding that “those in the 25-39 year age group are more
likely to be employed in a workplace using home working than any other age group”.
Surprisingly, O’Connell et al., (2004), observe, however, that “the incidence of being
involved in home-working, in workplaces that use the practice, increases with age: from
36% among those under age 24 to more than 80% of those aged 55 or over”, (2004: 46).
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2:3.1.3 The Influence of Education, Occupation

and

Industry on Telework

Peters et al., (2004) indicate that employees given the opportunity to telework are, on
average, more highly educated. O’Connell et al., (2004), similarly, believe that more
educated workers are more likely to report that their workplace uses home-working with
the largest proportion of those personally involved in working from home falling into the
category of having a third level education.

Bailey and Kurland (2002) found that most teleworkers are skilled professionals. Peters

et al., (2004) identify that employees in a supervisory position were more likely to be
given the opportunity to telework. Both O’Connell, et al., (2004) and Haddon and Brynin
(2005), concur that teleworking is dominated by managerial, professional and technical
workers, suggesting that telework reflects social status.

According to Bailey and Kurland (2002), teleworking is more frequent among llrms that
have larger percentages of knowledge employees (software programmers, designers,
researchers, etc.), in the workforce, and note that those industries, where knowledge is a
competitive resource, are an ideal environment to teleworking adoption. Bailey and
Kurland, also note that teleworking adoption is also more frequent in firms with larger
percentages of sales people in the workforce.

Table 2.4 Availability of teleworking according to socio-economic status.
Working from Home (%)
Higher Professionals and Managers

38.5

Lower Professionals

17.1

Other Non-Manual

15.2

Skilled Manual

7.7

Semi-skilled Manual

4.0

Unskilled Manual

6.4

All

13.6

(O’Connell et al., 2004: 52).
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Perez et al., (2005), concur, suggesting that teleworking adoption is also more frequent in
firms with larger percentages of sales people in the workforce. Perez et al., (2005), also
note that since employers are not able to observe teleworkers directly, teleworking is
more prevalent amongst jobs where performance can be measured easily or where
performance is aligned with the firm’s goals via compensation.

O’Connell et al., (2004), report that workers with longer tenure with a current employer
(i.e., 5 or more years) are more likely to report that their workplace uses home-working,
and longer-term employees in workplaces that do use the practice, are more likely than
shorter-term employees to report that they are personally engaged in home working.

2:3.2 The Nature of Telework

Gray et al., (1993) posit that there are two types of teleworking: formal and informal.
Informal, Gray et al., (1993) define as when an employee gets management agreement to
work from home to meet a particular personal need. The number of instances of this.
Gray et al., (1993) believes, is growing due to supporting technology, but impossible to
gauge. Indeed, Gray et al., (1993) believe that, in many cases, senior management may
not even be aware of it happening. Felstead et al., (2002) found that the discretion to
telework was mainly exercised by managers. Thus, telework in such cases, only require
relatively incremental or supplementary shifts to existing working practices, because
flexible organisational arrangements were already in place. Clear and Dickson (2005)
concurred, and also found that teleworkers worked from home, the office or elsewhere on
a very ‘ad hoc’ basis reflecting their particular tasks and schedules. Clear and Dickson
(2005) note, that when peace and quiet is required to write a report or to digest research,
teleworkers would generally do this at home to avoid disturbances.

Clear and Dickson (2005) indicate that at least some telework appears to be hidden — the
proportion of an employee’s day that is spent off the premises and its timing, may
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influence whether or not a colleague is identified as a teleworker. Clear and Dickson
(2005), also found that few formal agreements existed and found that many individuals
who practiced telework were managers who expected to work from home on occasion
without it being written into a contract.

2:3.3 The Teleworking Organisation Profile

According to Haddon and Lewis (1994), on the whole, high-tech firms, and especially
communications and computer companies and divisions, have had the highest profile of
teleworking. Banks and insurance companies have been the other major employers to
experiment with this new form of working (Haddon and Lewis, 1994). Findings in the
Irish context concur, highlighting that companies in the IT or computer sector are found
to be most likely to have telework (MRBI, 2001). O’Connell el ai, (2004), contend that:

There is substantial variation by economic sector in the use of working from
home, from about IVo in construction, wholesale and retail and other services, to
15% or over in manufacturing,

transport and communications, public

administration and defence, and education. Finance and other business services
show the highest incidence. Use of working from home is somewhat more
common in the public than in the private sector (2004: 51).

According to MRBI (2001), companies with over 50 employees were more likely to have
teleworkers. Peters et al., (2004) interestingly, found that the size of an organisation had
no impact on the opportunity, preference for, or practice of teleworking. Employees,
however, in organisations with more than one business location, business unit, and spread
over a broader geographical area were more likely both to be given the opportunity and to
prefer teleworking (Peters et al., 2004; Perez et al., 2005). Clear and Dickson (2005), in a
specific study of telework in small to medium size enterprises (SMEs), note that:
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The majority of these were firms established since 1994 (i.e. after the
establishment of the Internet as a business tool) and ones that demonstrated an
inclination towards virtual working and telework from the outset. They exhibited
advanced use of technology by contemporary standards, and were comfortable
working with, for example, interactive whiteboards (by which documents can be
seen and annotated by more than one user during a virtual dialogue) and audioor video-conferencing. These users were well aware of what the Internet could
offer in communications terms, and exploited it fully to work with remote
colleagues (and their trading partners) whether over relatively short distances or
across the world (2005: 226).

2:3.4 The Personality of the Teleworker

According to Shamir and Salomon (1985), having more flexibility over work requires
more self-discipline and time management skills. Gray el al., (1993) see adaptability as a
key personal requirement for teleworking and indicate that successful teleworkers must
be well organised and capable of working with minimal supervision. Haddon and Lewis
(1994) agree that self-management is an important feature of teleworking. Korte and
Wynne (1996) concur that strong organisational skills are vital teleworker attributes, and
also include reliability, productivity and trustworthiness among the key factors on the
decision-making process on suitability for telework. Nilles (1998) believes that
employees who generally have difficulty adjusting to new situations may also have
difficulty in a teleworking environment, while those who are innovative and flexible in
their attitudes, will likely have little or no difficulty in adapting to teleworking.

According to Baruch (2000), not everyone has the personality characteristics to make
them a successful teleworker, and organisations must bear this in mind. Baruch (2000)
concurs with previous research (Shamir and Salomon, 1985; Haddon and Lewis, 1994)
and notes that the most important personality attribute of teleworkers is self-discipline
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and inner motivation is crucial, particularly where complex and high level tasks need to
be carried out.

Nilles (1998) acknowledges that the office is a social arena, in addition to its nominal
function as a place for business to occur and suggests that people who are extroverts are
not likely to make good frequent home-workers. Potter (2003) concurs that individuals,
who need social interaction or close supervision, are not likely to succeed in a
teleworking environm.ent.

Managers, too, according to Potter (2003) need certain traits to supervise teleworkers —
they must be willing to take risks and to trust people outside of their field of vision.
According to Potter (2003), a manager must be able to manage by results, build
relationships across a dispersed organisation, and not place different standards on
teleworkers that do not apply to on-site workers.

2:4 Telework Influences and Impacts

This section outlines the literature on the factors that influence the uptake of telework,
and the impacts of telework at an individual, organisational and societal level.

2:4.1 Flexible Work Arrangements: Telework and Work/Life Balance
According to Rayman et al., (1999) and Reilly (2001), ‘flexibility’ is a vital tool to enable
employees to address and manage the demands of their professional and private lives.
Evans (2001) identifies that flexible working arrangements in firms are an important
mechanism to balance work and other commitments. Many of the issues associated with
heightened time pressure, work/life imbalance and decreased quality of life have risen in
response to recent gender- and age-related demographic changes in the workforce as well
as a shift in many workplace cultures towards longer working hours, particularly, among
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professionals (Crosbie and Moore, 2004; Hilbrecht et al., 2008), According to Musson
and Tietze (2004), ‘flexibility’ in the temporal and spatial ordering of (paid) work has
become the ‘buzzword’ of contemporary debates about economic competitiveness,
globalisation and the 24/7 society. The negative impact of overwork and stress, Musson
and Tietze (2004) note, is also felt in the private lives of employees, whose ‘quality of
life’ becomes eroded by the demands of their employer. Zuzanek (2004) reveal that, as
parents cope with demands of both work and family, they report feeling increased time
pressure, a decreased sense of balance between working and personal life, and an overall
decline in satisfaction with life compared to previous years. Russell et al., (2009), note
that the ‘Celtic Tiger’ era in Ireland, was accompanied by a strong surge in the number of
women in employment, leading to a significant increase in the proportion of dual earner
families which have brought the issue of reconciliation between work and care
commitments to the fore.

Within the public-policy and academic discourses, such attempts to ‘balance’ different
and sometimes conflicting aspects of one’s life are expressed by the term ‘work/life
balance’^, which is understood to entail organisational flexibility initiatives comprising
leave arrangements, variations of flexi-time and modes of teleworking, including homebased telework (Apgar, 1999; Dex and Scheibl, 1999). Work/life balance has thus
become an important issue in modern, post-industrial societies because of its link to
concerns about the quality of life (Hilbrecht et al., 2008). According to Hilbrecht et al.,
when work becomes all consuming, either in number of hours, timing of the work
schedule or intensity of pace, it can lead to the neglect of important relationships and
responsibilities, with

negative

implications for physical

health,

emotional

and

psychological wellbeing and overall quality of life. Hilbrecht et al., suggest that “of all
non-traditional work formats, policy makers and employees have most frequently
suggested that telework (or home-based work) is an effective solution to juggling the
demands of career and family”, (2004: 456).

^ “Satisfaction and good functioning at home and at work with a minimum of role conflicf’, (Clark, 2000:
751).
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Powell and Graves (2003) argue that ensuring a family friendly working environment
exists, requires an organisational culture in which employees are able to avail of these
policies. Cross and Linehan (2006) indicate, however, that many Irish organisations do
not have a culture which embraces the concept of work/life balance. Although
organisations are aware of the need to introduce work/life balance polices, they
essentially are just ‘paying lip-service’ to them (Cross and Linehan, 2006: 34).
Kurland and Bailey (1999) and Teo et al., (2001), indicate that positive experiences are
cited by teleworkers in the areas of work/life balance, reduced commute and increased
flexibility. Baruch (2000) found that greater satisfaction and reduced stress typically
characterised teleworkers. Research conducted on European workers by Parent-Thiron
(2007) indicated that those working from home were the most positive in relation to
work/life balance:
Figure 2.2 Work/life balance by usual place of work in EU.
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(Parent-Thirion, 2007: 43).
According to Hill et al, (2003), working at an alternative work venue (home or virtual
office) is a positive influence on job motivation, due to “the sense of autonomy
engendered when working away from the traditional office”, (2003: 232). Collins (2005)
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agreed that teleworkers exhibited higher levels of satisfaction and greater satisfaction
with their work/life balance than their office-based colleagues. Parent-Thirion et al,
(2007^ concurred, finding that “those working from home are considerably more satisfied
with their work-life balance than all other workers”, (2007: 42). Hilbrecht et al., (2008)
found that telework was viewed positively by those involved, because flexible scheduling
facilitated optimal time management, thus enhancing the sense of balancing work and life
and perceived quality of life.
A body of research (e.g. Gurstein, 1991; Pitl-Catsouphes and Marchetta, 1991; Haddon,
1992, Schepp, 1995), however, notes a weakening effect of telework on boundaries
between work and life. Hyman et al., (2003), previously found that working at home in
high-stress jobs can lead to greater intrusion into family life because of its constant
omnipresence and the difficulty associated with ‘leaving work at work’. This notion of a
spillover from work into family time was epitomised by Hochschild (1997) in The Time
Bind. According to Hill et al., (2003), spillover theory postulates the conditions under
which the spillover between the work microcosm and the family microcosm is positive or
negative. Barnett (1994), believed that if work / family interactions are rigidly structured
in time and space, then spillover in terms of time, energy, and behaviour is generally
negative. Conversely, work flexibility, which enables individuals to integrate and overlap
work and family responsibilities in time and space, leads to positive spillover and is
instrumental in achieving healthy work and family balance (Barnett, 1994).

Vitterso et al., (2003), studied the impacts of home-based telework on quality of life for
employees and their partners and found a negative path leading from the Job holders
home-based telework to his or her partners overall satisfaction with life. This they
attribute to overworking, withdrawal and unclear boundary setting in the home.
O’Connell et al, (2004) too, found in a study of Irish employees views and experiences
that teleworking resulted in higher stress levels in workers. Russell et al., (2009),
concurred with findings indicating that working from home is associated with greater
levels of both work pressure and work/life conflict. Hilbrecht (2008) found that telework
may allow employees to work longer, at a more intensive pace, and integrate their care
giving responsibilities, but flexible scheduling did not appear to facilitate time for the self
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in the work/life balance equation. This was backed up by Calvert et ai, (2009) who find
that “those involved in home-working, experienced significantly higher levels of
work/life conflict, compared to workers who share the same occupational and
organisational characteristics, but who do not work at home (this is partly because
working from home is associated with longer working hours)”, (2009: 3). Russell et al,
(2009) agree that “while working from home may reduce time pressures by cutting
commuting time and leaving more time for family life and other activities, it can also
have a negative impact on work/life balance”, (2009: 8). This can be attributed to the
breaking down of boundaries between work and home, so that those who work from
home find that work encroaches upon family life, as well as the fact that for many,
working from home is in addition to work done at their employer’s place of work
(Russell et al., 2009).

Hill et al., (1996), believe that one of the ways in which the work/family boundary
manifests itself is in a tendency to work hours in excess of what may be considered
normal. Russell et al., (2009) note a strong link between working from home and long
hours of work, finding that mean weekly hours for those involved in working from home
is 41.5 compared to 37.2 hours among those not involved. Russell et al., (2009),
furthermore found that 19% of those working long hours (over 45 hours per week) are
involved in working from home compared to 6% working less than 45 hours. In Ireland,
it was found that teleworkers worked average 43.5 hour week (workforce average is 37
hours) (CSO, 2003). According to Mann and Holdsworth (2003), this problem of
overwork, extends to ‘presenteeism’ — which is not just about working long hours, but
also about working when sick. Many workers, they believe, may feel that they must
work, even when sick, to maintain the privilege of telework and dispel any employer
doubts.

Sullivan and Lewis (2001) differentiated between men and women noting that while
women with children were more likely to use the flexibility gained by working at home
to balance work and family, the men were more likely to put in extra hours and to use
flexibility to overwork:
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While longer work may not he inevitable, under the conditions of global competition,
restructuring, and downsizing, telework becomes a strategy for coping with work
overload rather than a way for balancing work and home. For teleworkers, liberation
from fixed temporal schedules comes with a price tag (Dimitrova, 2003: 192).

2:4.2 Telework and the Organisation: The Influence of Corporate Culture

Schein (2004) defines culture in the context of organisations, as “a pattern of shared basic
assumptions that was learned by a group as it solved its problems of external adaptation
and internal integration, that has worked well enough to be considered valid and,
therefore, to be taught to new members as the correct way to perceive, think, and feel in
relation to those problems”, (2003: 18).

Morgan (2006) has described organizational

culture as "the set of the set of beliefs, values, and norms, together with symbols like
dramatized events and personalities, that represents the unique character of an
organization, and provides the context for action in it and by it", (139). According to
Kurland and Cooper (2002), important clan controls are shared values and trust that
contribute to team synergy and which itself rests on communication and cohesion.
Kurland and Cooper note that these cohesion fostering conditions are often lacking in
teleworking environments.

Gainey et ai, (1999), posits that:

The crucial determinant in understanding the effect of telecommuting on cultural
strength hinges on identifying the type of culture in a particular work unit. Based
on the amount of social interaction required to maintain the culture's strength,
some cultures may simply he more amenable to telecommuting than others, (1999:
8).
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Handy (1995) portrays corporate culture as various Greek Gods. A Zeus culture is seen as
one that depends heavily on the similarity of members, extensive personal contact and
very limited procedural guidelines, where cultural strength depends on the ability of key
members to surround themselves with employees they know and trust. The Athena
culture is characterised as a loose network of teams that work together to solve a wide
variety of organisational problems, depending on employees to understand each other’s
areas of expertise and work together towards a common goal via creativity, innovation
and enthusiasm. Handy defines the Apollo culture as bureaucratic, with extensive rules
and procedures. Finally, a Dionysus culture depends on the talents of individuals
requiring only minimal contact required within the group and would be characterised by
professional partnerships such as firms of accountants (Handy, 1995).

Gainey et al., (1999) posit that certain cultures may be amenable to the increased
employee isolation associated with telework, while others will find it a more
uncomfortable fit. The Zeus culture is seen as being most influenced by teleworking and
the least amenable to this work arrangement (Gainey et al., 1999). According to Gainey
et al., (1999) while the Athena culture, which may seem initially to thrive on creativity,
thus acting as a conduit for the spread of telework, the need for mutual understanding and
common purpose would cause this culture to weaken as teleworking becomes more
prevalent. Both Apollo and Dionysus cultures are seen by Gainey et al., (1999) as good
fits for teleworking.

lllegems and Verbeke (2004), observe that managers in companies where telework is not
practiced, anticipate negative effects on organisational culture, whereas managers with
telework experience do not encounter such difficulties in practice. As Perez et al., (2005),
note, training is often necessary to overcome cultural resistance to innovations such as
teleworking. Perez et al., (2005) believe that managers who want to adopt teleworking
may facilitate the process through an innovation culture that supports and encourages
organisational and technical innovations. Hoang et al., (2008), posit that there are
corporate cultures that may be more or less successful at promoting telework because of
the ways that those organizations create, evolve, and infuse their culture. Leaders of
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organizations that successfully become mobile enterprises must ensure that their
corporate cultures are able to evolve and instil the acceptance of telework (Hoang et al.,
2008).

Sathe (1983) believes that removing employees from the traditional office setting into a
more isolated environment would weaken corporate culture. Face-to-face communication
and re-enforcement among employees, according to Sathe (1983), provides the strength
and continuity in corporate cultures. Dutton (1994) alternatively, holds that teleworking
indirectly strengthens the corporation with more creative, relaxed and independent
employees. Gainey et al., (1999), too, argues that employees who no longer have to
contend with the stress of long commutes or the conflicting demands of family
responsibilities will approach their work with an improved perspective, impacting
positively on the bottom line.

Lewis and Lewis (1996) note that the informal culture of the workplace may be as
important as the presence of formal policies. Gainey et al., (1999) agree and maintain that
as new employees enter an organisation and begin the socialisation process, they depend
heavily on informal discussions with mentors and colleagues in learning the history of the
organisation as well as the norms, values and behaviours. Interestingly, Gainey et al.,
(1999) suggest that employees should spend a minimum period of time in a central
location before being selected to telework.

Hoang et al., (2008) examine whether corporate culture is an obstacle to the progress of
teleworking and reveal that it is still a deterrent to teleworking in many organizations.
Many aspects of teleworking are considered to be somewhat incompatible with current
corporate cultures in which management style is still ingrained with traditional practices
(Hoang et al., 2008). According to Hoang et al., the importance that corporate culture
places on visibility could indeed impede teleworking. The assumption that the
performance evaluation system used by today’s managers is primarily based on ‘results’,
may be just an illusion. Part-time teleworking is thus seen by Hoang et al., as more
suitable for current corporate culture and indicates that part-time teleworking is accepted
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in most current corporate cultures. It further suggests that multi-workplace arrangements
for individual workers could become the dominant trend in years ahead. As a
consequence, organisational managers need to consider how this form of teleworking,
and other part-time forms of mobility, should be integrated into their organizations
(Hoang et al., 2008).
2:4.2.1 Trust AND Control in Telework

The issue of control and autonomy in telework remains highly controversial,
(Dimitrova, 2003).

According to Gordon (1988), the philosophy of management that is prevalent in many
organizations goes back to a legacy of factory supervision, in which close observation of
direct labour was common. Gordon (1988) posits that, even though society believes it has
progressed from the factory to the office, many of the supervisory methods have not
changed much. Clear and Dickson (2005) define management style as “the overreaching
manner in which management exercise control over its workers’", (2005: 218). A Fordist
style. Clear and Dickson describe as strictly defined tasks, undertaken by subordinatory
labour and overseen by a hierarchy of managers and supervisors. Worker discretion is
limited leading to low worker autonomy.

Post-fordist entails flatter management

hierarchies and more flexible and less bureaucratic forms of work organization
(Dimitrova, 2003). Fordist styles of management would tend to mitigate against telework
(Clear and Dickson, 2005).

Duxbury et al., (1998) fear that distance and new technologies erode the quality of
interpersonal relationships and make the development of trust more difficult. Kurland and
Egan (1999) reveal difficulties with supervising remote workers as manager’s fear that
they lose control over teleworkers as the latter gain autonomy through teleworking.
Kurland and Cooper (2002) agree that reduced face-to-face contact impeded trust,
revealing that teleworkers complained that their non-teleworking colleagues do not
believe they are working while at home. Vitterso et al., (2003) concur that traditional
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factors such as trust on the part of the managers and control in how to solve work tasks
are important. Interestingly research by Hoang et al., (2008) disagrees with previous
research, indicating that trust does not appear to be an issue.

Gordon (1988) believes that “the fear of loss of control”, (1988: 74), could be the chief
reason for the resistance to embrace teleworking. Gordon further explains that the
management philosophy in 1980’s corporate culture still resembled the legacy practice of
substituting “observation for management”, (1988: 74) in which close observation was
necessary to ensure performance of factory workers. Clear and Dickson (2005),
concurred, with their survey of SMfc,s, indicating that the disadvantage cited by the
greatest percentage of firms was ‘absence of employee supervision'. This, they believe,
has obvious implications for the adoption of telework—skepticism about how employees
would perform when ‘out-of-sighf, inhibited telework adoption.

Korte and Wynne (1996) found that all teleworking schemes have adopted a more task or
goal oriented style of management where targets were agreed between the Teleworkers
and their managers. According to Baruch (2000 and 2001b), management of teleworkers
should have a ‘results’ based orientation and should be based on a culture of trust: “when
people are judged according to their actual output, it should not matter where or when
they accomplished their targets”, (2001: 121). Dimitrova (2003) notes the contrasting
sides of the debate on telework in the context of workplace restructuring, which is either
welcomed as the new democratic workplace, or feared as the next assault on workers
autonomy. For some, Dimitrova observes, this prompts more democratic supervisory
procedures, management by results, and

supervisory relations based on trust,

commitment and self control. Other managers turn to more formal, explicit and stringent
procedures to counteract the lack of direct supervision (Dimitrova, 2003). Both Huws et
al., (1990) and Korte and Wynn (1996) previously found evidence of bifurcation:
supervision over professional teleworkers was further relaxed while control over clerical
workers tightened and work intensified.
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Olson and Primps (1984) suggest that the relationships between low-level Teleworkers
and their supervisors deteriorate in telework. Valsecchi (2006) claimed that in the case of
low-level workers: “highly integrated information and communication technology
systems facilitate pervasive forms of control”, (2006: 123). Valsecchi, however, found
that extensive and multifaceted monitoring practices cannot ‘solve’ the controversial
issue of control as electronic monitoring can only at best be partial.

Kurland and Egan (1999) claim that because teleworkers are physically out of sight,
supervisors need to rely on measures other than physical observation to control and
monitor performance. Kurland and Egan suggest three strategies for supervisors to
control employee behavior: (1) relying on objective written records of results rather than
supervisors subjective assessments; (2) written job descriptions and performance
requirements; and (3) formalized communication between employees and supervisors.
Dimitrova (2003) identify that employees with long tenures and established relations with
their supervisors adapt more easily to the decrease in face-to-face interactions in
telework. Clear and Dickson (2005) believe that “apparent levels of trust may also be
contingent on the value of an employee to the firm”, (2005: 221). Clear and Dickson also
believe that teleworking adoption can be contingent on an employee’s value to the firm,
inferring that some employees may be offered teleworking as a retention tactic.

Igbaria et al., (1999), anticipate the traditional society transitioning into a ‘virtual society’
by four driving forces: global economics, political policies, enlightened and diversified
population, and information technology. Telework, they highlight as one ‘arrangement’
for the up-coming ‘virtual society’. Handy (1995) argues that: “more and more of our
economic activity is a churning of information, ideas and intelligence in all their infinite
variety ... an invitation to virtuality”, (1995: 41). Harris (1998) observes that for Charles
Handy, the new virtual form offers the possibility of establishing new social employeremployee relations based on trust and co-operation. The benefits of the virtual
organisation, are, however, dependent on organisations being run on the basis of trust
rather than control (Harris, 1998).
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2:4.2.2 Social Isolation of Telework
Maslow (1954) identified the need for belongingness — the need to feel part of a group,
with “one’s familiar working colleagues”, (1954: 20). Buss (1991) believes that the need
to associate with and identify with others is a fundamental motivation in all humans.
Baumeister and Leary (1995) argue that individuals have a strong need to establish and
maintain long-term positive relationships with others requiring them to interact with the
same people and in a relatively stable environment. Mann et al., (2000) found that we use
other people as ‘social barometers’ — to indicate how we ought to be behaving. The
reduction of this barometer or measure of ourselves is significant for teleworkers.
I luws (1984), Kinsman (1987) and Kurland and Egan (1999) all identify isolation (social
and professional) as the main drawback of teleworking. Collins (2005) also comments on
the feelings of isolation, reduced access to the office grapevine and reduced access to
training experienced by Teleworkers. Kurland and Bailey (1999) concur, noting that
employees miss the informal interaction they garner by being in the company of
colleagues and friends. Baruch (2001a) goes so far as defining an ‘autistic society’, an
extreme outcome of teleworking and similar modes of working in which one becomes
unaccustomed to dealing with others, except in purely transactional ways; a “global
village of poor communicators”, (2001: 130).
Kurland and Cooper (2002) identify that “telecommuters are most likely to perceive they
are professionally isolated when they telecommute frequently, expect to do so for a long
time, have been in the organization for a short time, and/or want and expect to be
promoted”, (2002: 122).

Mann and Holdsworth (2003) examine the psychological

impacts of teleworking, suggesting a negative emotional impact in terms of such
emotions as loneliness, irritability, worry and guilt leading to significantly more mental
health impacts of stress than office workers. According to Mann and Holdsworth, the
social interaction of the workplace was utterly important and there is a psychological
stress of separation from professional colleagues and the social banter and buzz
associated with an office environment.

They thus felt, that it is very important that

teleworkers who are socially isolated from work colleagues should have social contact
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elsewhere, to remain mentally healthy and therefore work efficiently, (Mann and
floldsworth, 2003).
Research by Goodrich (1990), however, indicates that part-time teleworking can prevent
or significantly reduce the social isolation of teleworkers. Huws (1993) agrees that the
social isolation problem can be more acute in full-time teleworking. Both Baruch and
Nicholson (1997), and Baruch (2001b), concur, suggesting that part-time teleworking can
provide a good balance for people who need the quite atmosphere at home as well as the
personal relationship with their colleagues at the office. Denbigh (2000) found that that
the average time spent teleworking by U.K. teleworkers, was 1.5 days per week, with
time split between home and office. Similarly, according to Teo et al., (2001), most of the
respondents surveyed by them, reported that they preferred to telework for one to three
days per week. Kurland and Cooper (2002) posit that teleworkers do not feel
professionally Isolated in certain situations: if they did not want or expect to be promoted;
preferred to keep a low profile; were company veterans and therefore had a network in
place; were as disconnected from their boss as were other direct reports; or teleworked
very infrequently, lllegems and Verbeke (2004) found that practicing teleworkers
believed telework did not affect social isolation although they did identify the reduction
in professional interaction as a negative effect.

2:4.2.3 Telework Impacts on Career Marginalisation

Duxbury et al., (1987) found that employees often believe telework will jeopardise their
prospects for career advancement in general. Haddon and Lewis (1994), suggest that
career marginalisation has long been recognised as a problem for teleworkers given that
'■‘visibility and office information networks are key influences on career prospects”,
(1994: 200). Kurland and Egan (1999) agree, noting that employees feel ‘out of sight’ is
‘out of mind’ for promotions and other organisational rewards. Research by Cascio
(2000) reveals that developing and maintaining organisational connectedness may be
particularly challenging in a virtual work setting because informal contact with
supervisors and peers may be less frequent
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According to Kurland and Egan (1999), elements of the virtual organisation form may
have unintended consequences not only on material variables such as productivity, but
also on ideal values, such as perceived justice. This means that career aspirations of
teleworkers would tend to be lower than the career aspirations of their counterparts
(Baruch, 2000). Hill et al., (2003) concur, noting that “teleworkers are less likely to be in
the same physical place and time as co-workers, supervisors and mentors, so, they may
less likely be part of the informal political network necessary for political advancement”,
(2003: 224). Collins (2005) went on to highlight a perception of fewer opportunities for
career development. Kurland and Cooper (2002) note that teleworkers opportunities for
informal learning and consequently for professional development may be greatly
diminished due to their absence from the office environment.

Hill et al., (2003), disagree, however, finding that telework was neither a positive nor a
negative influence on career opportunity. Indeed, according to Hill et al., home workers
were more likely than traditional office workers to view their opportunity for career
advancement optimistically. This finding, which they acknowledge as being contrary to
findings from other studies (e.g., Haddon and Lewis, 1994; Kurland and Cooper, 2009),
they believe may be due to the fact that flexible work arrangements have been in place at
IBM (which was the focus of their study) for so long, that the practice has been
normalised, and work venue is no longer seen as an impediment to career development.
They also acknowledge the availability of tools to effectively reduce the need for face-toface contact (e.g., video-conferencing, excellent computing resources, etc.), lllegems and
Verbeke (2004), concurred, finding that practicing teleworkers believed telework did not
influence employees’ promotion possibilities.
2:4.2.4 Impacts of Telework on Productivity and Performance

Baruch (2000) found that teleworking enabled managers and professionals to get better
(perceived) performance due to their ability to work without interruptions. Endeshaw and
l ung (2000) noted for example, that higher work productivity was a primary reason for
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teleworking in Singapore. Potter (2003), too, found improvements in productivity as well
as reduced absenteeism in teleworkers. The productivity increases identified by Potter are
attributed to fewer interruptions as well as increased energy levels achieved through
avoiding long commutes. Neufeld and Fang (2005), and Collins (2005), concur, linking
telework to increased productivity, performance and effectiveness. Hartig et al., (2007),
too, agreed, noting that managers cited greater working efficiency as the primary benefit
of teleworking.

Hill et al., (2003), identified that although the perception of home based workers was that
telework had enhanced productivity for them, direct comparisons showed no significant
difference between the reported performance appraisals between home and office
workers. This difference between perception and reality. Hill et al., attribute to the fact
that respondents liked the flexibility provided by the alternative venue and this acts as a
positive halo effect. Collins (2005) suggests that often in the field of teleworking,
research findings about productivity are based on assessments made by teleworkers
themselves, or on the subjective views of colleagues. Collins notes that, in his case study
of teleworking at Lloyd’s of London, productivity of staff was measured using a
quantitative method, which measured both volume of work output, and quality, and
removed subjectivity by measuring all staff against a standard benchmark. Collins’ found
that in Lloyd’s case, teleworkers were 23% (net) more productive than office-based
workers when measured independently. Such productivity increases can result in
significant cost reductions.

2:4.2.5 Impacts of Telework on Organisational Costs

According to Baruch (2000), cost effectiveness serves as the main impetus for employers
to introduce teleworking with reduction of overhead costs the primary motivator. Baruch
notes that this is a positive by-product of teleworking with the real benefits stemming
from having a more effective workforce. Lindstrom and Rapp (1996) attribute the cost
savings to a combination of increased employee efficiency, more loyal employees, fewer
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sick days as well as slight decreases in rental costs. Teo et al., (2001), found that reduced
overhead costs due to reductions in office space, parking space and efficient use of
computer resources throughout the day, are the most commonly cited potential
advantages to organisations. An experiment in telework at the BBC yielding 25%
savings, was attributed to reducing the need for expensive office space, and overheads
such as heating, electricity, and wear and tear (Mann and Holdsworth, 2003).

Gainey et al., (1999), Rhee (2008), and Pearce (2009), all found that teleworking can
significantly reduce facility costs. Hill et al., (2003) found “little evidence that telework
has any negative business ramifications at all. This, coupled with cost savings often
realised by replacing brick-and-mortar office space, makes a compelling case for
investigating and adopting telework programs’’, (2003: 236).

Haddon and Lewis (1994), highlight the issue of ‘hidden costs’, noting that costs saved
by the company may be passed on to the employee, as with traditional homework: e.g.,
costs for heating, lighting, telecoms, equipment maintenance, insurance, etc.

2:4.2.6 Impacts of Telework on Organisational Commitment

If telework can help attract, and retain employees whose knowledge and skills are
valuable or rare, its impact on superior performance can he enormous, (lllegems
and Verbeke, 2004: 321).

Baruch (2000) believed that teleworkers had a lower tendency to change employer. Potter
(2003) concurred that teleworkers were more likely than others to call themselves ‘very
committed’ to their company and went on to indicate that teleworkers were significantly
more positive in their attitudes about working than their traditional non-teleworker
counterparts and tended to rate their company more favourably. According to Potter,
teleworkers also expressed higher job satisfaction, recommended their company to others,
and were more likely to believe their accomplishments were recognized.
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Golden (2006) investigated the link between telework and organizational commitment
and turnover intentions and found the degree of telework positively related to
organisational commitment and negatively related to turnover intentions. Teleworkers,
Golden found, “who perceive the organization as caring for them are apt to demonstrate
increased loyalty due to norms of reciprocity and social contacts”, (2006: 179).

Golden and Veiga (2008) went on to identify that individuals who work extensively in
virtual mode and have a high quality relationship with their supervisors are likely to
demonstrate signillcantly higher levels of organizational commitment. Conversely, for
those teleworkers who have a low quality relationship with their manager. Golden and
Veiga found, that the downside of extensive virtual work, is a significant reduction in
commitment. Clear and Dickson (2005) believed that “remote workers may exhibit
positive or negative behavior depending on whether they perceive that the psychological
contract with their employer is ‘intact’ or ‘breached’. If the latter is the case, then there
may be cases of‘tele-shirking’ (i.e., avoidance of work) and ‘imbalanced relationships’
(where the teleworker aligns their loyalties more to a firms customers and/or suppliers
than the firm itself)”, (2005: 220-221).

2:4.3 The Role of Technology in Telework

Gordon (1988) maintains the role of technology as being threefold: as a driving force in
that the increased availability of equipment, telecommunications and tools will force a re
think of how office work can and should be done; as a catalyst, in that it allows one to
selectively reorganise and decentralise the office, but within the limits that the basic work
processes and procedures stay the same; as an obstacle to the extent that some people
may find it overwhelming and in some cases appropriate technology may not be in place.

Security is seen as a further area of concern in that telework may increase the potential
for security breaches and enhanced security measures may need to be taken in the case of
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teleworkers (Gordon, 1988). Peters el al., (2004), and Pearce (2009), both found that data
security problems ranked top in a list of barriers to teleworking. According to Clear and
Dickson (2005), ‘there are very few technological obstacles within the firm to telework
adoption”, (2005: 228), however, the cost of associated ICT and concerns about data
security were cited as major disadvantages to adopting telework:

ICT may he recognised as a key to telework adoption, hut it is only enabling —
just because an individual has access to such technology^ as a means of changing
work practices, it does not mean he/she will he willing or capable of doing so,
even if accorded the permission to try, (2005: 229).

Pearce (2009), suggest that in order to prevent security breaches, protect their
information, enable faster recovery of lost data, and to minimise the damage caused by
security attacks, companies need to explore and understand the security options available.
These, Pearce lists as: anti-virus and anti-spyware products to protect broadband
connections, wireless connection security, internet browser security, physical security of
the computers or laptops, and data security.

Daniels et al., (2001), propose that early adopters of teleworking practices are likely to be
found in countries with higher proportion of GDP spend on ICT, higher percentage of
home computers, greater internet usage per capita, lower relative costs of information
technology and telecommunications usage. Daniels et al., (2001), also posit, that the level
of ICT literacy indicates adaptability to new ICT mediated ways of working, and may
help explain the higher incidence of telework in certain countries and professions.

2:4.4 Societal Impacts of Telework

Baruch (2000) indicates that at a national or societal level, teleworking means reduced
road congestion, and subsequently fewer accidents and pollution. Perez et al., (2005)
echoes some of these benefits noting that national governments in the European Union
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advocate teleworking both as a means to reduce traffic congestion and offer employment
opportunities. According to Baruch (2000), teleworking enables fulfilling, quality
employment for single parent, disabled and female workers, who may not otherwise have
access to the labour market. Baker et al., (2006), posit that telework can increase the
range of jobs of which people with disabilities, for example, are qualified, and mitigate
many of the boundaries associated with transportation and the physical characteristics of
the workplace environment.

Potter (2003) cautions that as a social trend, telework is not without its risks. According
to Potter, the workplace today is the locus of social interaction and friendship for most
workers. Whether teleworking will allow family and neighbour to replace the ongoing
socialisation and collegiality of the workplace as well as corporate culture is an open
question. Potter (2003), adds that if teleworking portends a trend that ‘individualises’ the
workplace, it also ‘individualises’ society to a greater degree than any time in our history
offering the possibility of the individualisation and, over time, the breakdown of social
norms.

Neufeld and Fang (2005) highlight that teleworkers social interactions with colleagues,
managers, and family members had a strong influence on their beliefs and attitudes about
teleworking. According to Haddon and Lewis (1994), the perception of family and
friends is highly influential, with many teleworkers concerned that others would not see
them as 'really working' if they stayed at home and no longer went into the office.

2:5 Teleworking in Ireland
According to McGrath and ffoulihan (1998),
Ireland, at a national policy level, is projecting itself as a nation eager to become
a true information society, the ‘intelligent island of Europe

This image is

reinforced by a relatively young and highly educated workforce . . . and a strong
and rapidly growing computer/telecommunications hardware and software sector
within the country. Notwithstanding this vision, Ireland, with a few notable
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exceptions, appears to have a very traditional and conservative management
ethos within industry . . . and a questionable uptake in the usage and perceived
strategic importance of information and communication technologies. Ireland is
currently estimated to have approximately 15,000 teleworkers representing 1.4
per cent of the workforce, one of the lowest percentages in Europe (1998: 73).
The National Advisory Council on Teleworking (1999) highlights that “despite the
evidence that teleworking positively enhances the working environment for both
employees and employers, Ireland does not yet have a culture of telework-centred
organisations”, (1999: 21). Barriers to teleworking such as attitude and awareness,
technology, telecommunications infrastructure, lack of training and/or career prospects,
and operational uncertainties exist but the formation of a government teleworking policy,
and endorsement and adoption of a teleworking code of practice would help to overcome
such barriers (National Advisory Council on Teleworking, 1999). An ECaTT study
identified the main barriers as insufficient knowledge by managers, managing and
supervising teleworkers and concerns regarding productivity (ECal'f, 2000). Fine-Davis
et al., (2002) performed a comparative study of 400 parental couples across four
European countries (France, Italy, Denmark and Ireland), finding that Irish men consider
it less acceptable to participate in family-friendly initiatives and feel more pressured to
put work ahead of family. This is particularly the case for those lltting the profile of
teleworkers, with high social and economic status and high educational status. Bates, et
al., (2002) suggest that these attitudes towards family-friendly programmes in Ireland
may also act as a barrier to telework.

ECaTT (2000) surveyed 7,700 members of the general population across ten European
countries including 547 from Ireland. ECaTT estimated 61,000 teleworkers (4.4%) in
Ireland split between 27,000 regular and 35,000 supplementary/occasional teleworkers.
Ireland was the only country to have more supplementary than regular teleworkers in
Europe, echoing the findings of McGrath and Floulihan (1998) that more Irish telework is
a result of informal, occasional practice than of official, full-time policies.
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Bates et al., (2002) examined telework (referred to by them as e-work) in Ireland and
again found supply and demand for telework in Ireland to be modest, the only exception
to this being in the knowledge sector. They found that smaller companies were more
likely to use fully home-based teleworkers while larger companies tended to opt for
multi locational teleworkers. The main factors highlighted for the low levels of telework
were: (a) low penetration of ICTs; (b) structure of the labour force and specifically low
participation of women with children in the labour force; (d) structure of the Irish
Economy; (e) Irish companies more likely to be subsidiaries than to have subsidiaries; (1)
Ireland geographical separation from the European mainland.

The Central Statistics Office (2003) identified 38,700 Irish home-based teleworkers, i.e.,
persons for whom a computer with a telecommunications link is essential to be able to
work from home. Two thirds of these teleworkers were male with the vast majority aged
between 25 and 54, with over 70% having a third level qualification and nearly fourfifths (30,600) of teleworkers falling into the managerial, professional and technical
occupational categories. In terms of the proportion of the working population in each
region, both the Dublin and the Mid-East regions had the highest levels of teleworkers (at
2.8%), and the Midland and Mid-West regions had the lowest (at 1.5% and 1.4%
respectively).

Only 18,000 or 46.5% of teleworkers indicated that they usually work

from home. Of the remaining 20,800, almost 10,000 indicated that they actually worked
from home during the week before the survey while a further 900 indicated that they used
their home as a base. In total, 8,300 of the teleworkers did not work from home during
the week prior to the survey and the overwhelming majority of these (7,700) have
indicated that they only work from home on an occasional basis (Central Statistics Office,
2003).

According to Russell et al., (2009), about 14% of Irish employees report that working
from home is used in their workplace, but only about 8% of all employees are personally
involved in working from home. Smith (2009) reports that “remote working is becoming
an everyday reality for a growing band of flexible workers in Ireland”, (2009: 18). The
motivations for doing so are, catching up on work or meeting deadlines, concentrating on
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business proposals or reports without distraction, cost reductions, and the recession.
Reduced salaries mean that employers are now more open to flexible working as a lowcost incentive for staff.

2:6 Summary
This chapter presents a platform to progress with the empirical research process,
analysing and critiquing the literature on the topic of telework and identifying gaps to
form the basis of the interview guide. As evidenced from this literature review, there is
very little current literature related to telework in Ireland, and this current research will
address this gap.

A common thread was established across all definitions of telework — telework is
remote work, using IC'f to link to a central office. The threshold would typical be one
day per week to be considered telework, although some definitions allow for less frequent
occurrences. The extent of telework is relatively low in Europe with 4% regular and 8%
occasional teleworkers, but appears to be considerably more popular in the U.S. with
almost 20% of the population considered teleworkers. The motivation for telework
tended to centralise around reducing commute time and stress, as well as increasing
flexibility for teleworkers. Businesses tended to focus on reducing costs, increasing
flexibility and productivity, staff retention as well as contingency planning when
considering telework. The literature converged on the profile of a stereotypical
teleworker as a highly educated, skilled professional male, most likely in the knowledge
or high-tech industry, who is established in the company, and engages in occasional
telework. Teleworker personality is seen as a critical success factor to match the
requirements of telework. Teleworkers need to be self-disciplined, organised, reliable and
able to cope with social isolation. Managers needed to trust teleworkers and be able to
manager by results to ensure a successful teleworking arrangement.

The drive to achieve a satisfactory work/life balance is a significant influencing factor in
telework; while trust and control mechanisms within an organisation must be conducive
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to telework and have a ‘results’ based orientation. Organisational culture, in particular an
emphasis on visibility, can be a deterrent to telework.

Technology is seen to

simultaneously act as a driving force, a catalyst and an obstacle to telework.

Mixed opinions were encountered in the literature with regard to the impact of telework
on work/life balance. For some, the reduced commute, flexibility and lower stress
associated with working from home, positively impacted on work/life balance. Much
research was concerned, conversely with the spillover of work into family life
encountered by teleworkers. This manifested itself for many teleworkers in a tendency to
work longer hours. Perhaps linked to this factor was the consensus that enhanced
productivity was a by-product of telework, although some research highlighted that in
many cases this assumption is based on self-assessments thus reducing its reliability.
Mixed perspectives were encountered in the literature related to the impact of telework
on career marginalisation. Much research indicates that ‘out of sight is out of mind’ when
it comes to career prospects. There were some indications that for organisations where
telework is well established and part of the fabric of the organisation, it did not influence
promotion possibilities.

From an organisational perspective, the research indicated reduced costs associated with
telework due to ‘hot-desking’ and lower overhead costs, as well as increased
organisational commitment and employee loyalty.

At a social and environmental level, the literature highlights the benefits of reduced road
congestion, lower pollution levels and fewer accidents as well as increased employment
opportunities for employees with disabilities. Social isolation is, however, in much of the
literature, identified as the main drawback of teleworking embodied in a psychological
stress associated with separation from professional colleagues and the social banter and
buzz associated with an office environment. Some research indicates that this can be
mitigated by occasional teleworking.
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There is limited research on telework in Ireland and what does exist tends to be
quantitative or survey based, providing little information rich data on experiences of Irish
teleworkers and the barriers to telework in Ireland. The various attempts to quantify the
number of Irish teleworkers, tend to be inconsistent in the measures and definition of
telework used, but in general indicate the scope of telework in Ireland to be modest and
lagging behind much of the E.U. and U.S. The limited research to investigate why this is
the case, identify attitudes and awareness, technology and telecommunications
infrastructure, lack of training, as well as structure of the labour force and economy. This
research study aims to address this gap and use qualitative, empirical methods to compile
information rich data on Irish teleworker experiences and perspectives. The approach
taken to this current research is outlined in Chapter 3.
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Chapter 3: Methodology

If the artist does not perfect a new vision in his process of doing, he acts
mechanically and repeats some old model fixed like a blueprint in his mind,
(Dewey, 1934:50).

3:1 Introduction
This chapter outlines the research methodology utilised in this current study to answer the
research question set out in Chapter 1. The chapter begins with an outline of the approach
that was taken to this current research, describing the gap identified in the literature, and
setting out the research objective and boundaries. The nature of the research design is
then outlined, in conjunction with the reasoning behind this choice. The research
preparation process that was chosen is explained and the research conducted is described.
This chapter goes on to outline the data analysis that was conducted along with the report
preparation. Chapter 3 closes with a description of some ethical considerations and
limitations of the study.

3:2 Research Design

3:2.1 Philosophy of Research Design and the Research Process

Research is all about asking and beginning to answer questions, seeking
knowledge and understanding of the world and its processes, and testing
assumptions and beliefs, (Wisker, 2008: 50).
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According to Wisker (2008), “the basic process of research is based on inquisitiveness”,
(2008: 51). Research is based on enquiry methods, questioning or testing assumptions or
hypotheses. Research ultimately seeks to advance the frontiers of knowledge — it seeks
to contribute to the pool of knowledge in the area of research. It means that a problem
exists and has been identified and that the solution of the problem is necessary (Sevilla et
aL, 1992:2).

The research process broadly described in Figure 3.1, has been adopted by the researcher
in this current study.

Figure 3.1 Overview of the Research Process

Design the research and write the proposal

Collect the research data

Analyse and interpret the research data

Write the dissertation, thesis or research report

(Collis and Hussey, 2009: 10).
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3:2.2 Exploratory Research

An exploratory study seeks to find out “what is happening; to seek new insights; to ask
questions and to assess phenomena in a new light’(Robson, 2002: 59). Wisker (2008)
contends that exploratory research is commonly used when new knowledge is sought, or
certain behaviour and the causes for the presentation of symptoms, actions or events need
discovering.

The major advantage of exploratory research is its flexibility and

adaptability.

This research study adopts an exploratory approach to build up an

understanding of the nature of teleworking in Ireland. This research is designed to be
exploratory in nature in order to most effectively identify the barriers that impinge on
telework practices in the country and explore any idiosyncrasies that exist in Irish culture.

According to Saunders et al., (2009), an inductive approach is based on the principle of
developing theory after data collection. In inductive research, “the researcher develops
hypotheses and theories with a view to explaining the empirical observations of real
world”, (Lancaster, 2005: 25). The strength of inductive research is its ftexibility. The
researcher interviewed teleworkers and managers about their experience of telework to
better understand the nature of telework in Ireland and the problems encountered. The
interview data was then analysed in order to formulate theory.

3:2.3 Grounded Theory

According to Strauss and Corbin (1998), grounded theory is defined as “theory that was
derived from data, systematically gathered and analysed through the research process. In
this method, data collection, analysis, and eventual theory stand in close relationship to
one another”, (1998: 12). In grounded theory (Glaser and Strauss, 1967), data collection
starts without the formation of an initial theoretical framework. Theory is developed
from data generated by a series of observations. These data lead to the generation of
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predictions which are then tested in further observations that may confirm, or otherwise,
the predictions (Robson, 2002).

Grounded theory is the preferred approach for this current research given its flexibility
and the allowance for new issues to emerge during the research that could not have been
initially considered.

3:2.4 Positivism and Phenomenology

Two major theoretical paradigms have dominated social science research: positivism and
phenomenologism.

Positivism traces its roots to the nineteenth and early twentieth

century’s, and particularly, to social theorists such as Comte, Mill and Durkheiin (Collis
and Hussey, 2009).

Positivism, according to [Fryman and Bell (2007), is “an

epistemological position that advocates the application of the methods of the natural
sciences to the study of social reality and beyond”, (2007: 16). fhe primary objective of
positivism, as posited by Comte, is twofold: to generalise our scientific conceptions, and
to systematise the art of social life (Comte, 1848). Positivists hold that the social world
exists externally, and that its properties should be measured through objective methods
“not inferred subjectively through sensation, reflection or intuition”, (Easterby-Smith el
al., 2008: 22).

Phenomenologists, take an alternative viewpoint, believing that individuals need to be
understood in their entirely within a situational context and not separated from the
environments in which they function. A phenomenon is an “observed or apparent object,
fact or occurrence, especially one where the cause is uncertain”, (Oxford Compact
Dictionary and Thesaurus, 1997). In order to contextualise a person’s behaviour, “the
phenomenologist attempts to see things from that person’s point of view”, (Bogdan and
Taylor, 1975: 14).
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As phenomenologists and positivists approach the pursuit of answers from entirely
different perspectives, their researeh will typically take on different formats (Bryman and
Bell, 2007).

While the positivist pursues ‘facts’ and using methods sueh as

questionnaires, etc., the phenomenologist uses tools such as open-interviewing techniques
and participant observation to gather descriptive and information rich data which enables
the phenomenologist to “see the world as subjects see it”, (Bogdan and Taylor, 1975: 2).

This research follows a phenomenologist approaeh, in order to understand the perspective
of the teleworker and their manager, within the eomplex environment in which they
operate. Semi-structured interviewing is used in this current study, to compile
information rich data, which is the most suited to understanding the eomplex influences
on teleworking.

3:2.5 Qualitative and Quantitative Research

Qualitative methods have their philosophical origins in phenomenology or subjectivism
(Miller and Brewer, 2003). Qualitative research is oriented towards analysing concrete
eases in their temporal and local particularity and starting from people’s expressions and
activities in their local contexts (Flick, 2006).

Van Maanen et al., (1982) summarise the differences between the quantitative and
qualitative approach: “Quality is the what; quantity the how much. Qualitative refers to
the meaning, the definition or analogy or model or metaphor eharaeterising something,
while quantitative assumes the meaning and refers to a measure of it”, (1982: 32).
Saunders et al., (2009) succinctly summarise the distinctions between quantitative and
qualitative data, as outlined in Table 3.1.
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Table 3.1 Distinctions between Quantitative and Qualitative Data
Quantitative Data

Qualitative Data

Based on meanings derived from

Based on meanings expressed

numbers

through words

Collection results in numerical

Collection results in non-

and standardised data

standardised data requiring
classification into categories

Analysis conducted through the

Analysis conducted through the use

use of diagrams and statistics

of conceptualisation
(2009: 482).

I his current study will utilise a qualitative approach, which emphasises words rather than
quantification in the collection and analysis of data (Bryman and tiell, 2007), to get
information rich data on the practice of teleworking from the perspectives of various
categories of workers affected by it.

This approach is the most suited to seeking to

understand meanings, interpretations, and to look at, describe and understand experience,
ideas, beliefs or values (Wisker, 2008). Furthermore, qualitative methods facilitate the
elucidation of subjective meanings attached to social circumstances (Patton, 1990). This
research aims to elicit an understanding of the social context in which telework operates
and the interpretation by the subjects of the research, of the cultural influences in
operation in the environment.

In this case, this current research is interested in the

experiences of teleworkers, their motivations and perceptions.
consideration of experience,

interviews

Through detailed

facilitate and examination of complex

relationships and the ways in which multiple specific factors intersects to produce
specific outcomes (Hoggart et uL, 2002).
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3:2.6 Triangulation

Triangulation involves using more than one method or souree of data in the study of
social phenomenon in order to increase the confidence in findings (Bryman and Bell,
2007). Denzin (1970) define triangulation as an approach that uses '‘multiple observers,
theoretical perspectives, sources of data, and methodologies”, (1970: 310).

Dawson

(2002) proposes triangulation as a good way of approaching research as it enables the
researcher to counteract the weaknesses in both qualitative and quantitative research. In
this current study, quantitative data from secondary sources, is used to complement the
primary qualitative research performed, in order to more accurately answer the research
question. One of the recommendations for future research covered in Chapter 5, suggests
detailed quantitative research on the extent of telework in Ireland today in order to further
inform the research on the topic.

3:3 Research Approaches

3:3.1 Establishing the need for Research

Among the myriad of issues that currently face Ireland as a nation, a few are particularly
relevant to this current study.

The worst spell of wintry weather in almost 30 years brought Ireland close to a
standstill last week, and is expected to cost the economy hundreds of millions of
euro in lost productivity and spending.

Irish Small and Medium Enterprise

(ISME) director Mark Fielding said that some workplaces had seen up to 20 per
cent staff absences.

“Productivity was badly hit, with people either coming in

late, going home early or not able to make it in at all," said Fielding. An IB EC
survey, carried out last Wednesday and Thursday, found that the severe weather
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resulted in losses in the region of €630 million. Some €170 million was lost due
to workers ’ absences, (Cooke, 2010).

January 2010 saw Irish temperatures drop to record lows^, leaving many roads
impassable and stranding thousands of workers.

Another extreme cold spell in

November and December 2010 again saw a nation paralysed, and companies feeling the
pain of severe staffing disruptions.

For those companies where teleworking practices

were in place, however, a seamless and simple backup plan immediately kicked into
action — employees who could not travel, worked from home. For these teleworking
companies, it was very much business as usual, with continuity maintained and disruption
minimised. The role of teleworking is now a key component in business continuity plans
for many businesses in the U.S. and the U.K, to minimise the risk of disruption due to
extreme weather phenomenon.

Woodman and Hutchings (2011) reported that in the

U.K., 93% of managers surveyed by them on behalf of the Chartered Management
Institute, suffered disruption in their organisation as a result of winter 20IQ’s harsh
weather, with 35% reporting major disruption.

In response, staff worked remotely in

64% of affected organisations (Figure 3.2).

Figure 3.2 Steps taken in response to the harsh winter weather in the U.K.
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(Woodman and Hutchings, 2011: 12).
^ Met Eireann. 2011. Monthly Weather Bulletin - January 2010. Available at:
http://www.met.ie/climate/monthlvBulletins/)an 10 lores.pdf and Monthly Weather Bulletin - December
2010 - ‘Coldest December on Record’. Available at:
http://www.met.ie/climate/monthlvBuUetins/declO lores.pdf
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According to Woodman and Hutchings (2011), remote working capabilities are becoming
widespread with only 13% of managers reporting that their organisation has no
arrangements in place for working remotely. The increased occurrence of phenomenon
such as these extreme disruptive weather conditions, medical pandemics or political
unrest may pave the way for a re-focus on teleworking as a means of increasing
organisational flexibility and responsiveness.

1 he economic situation of women in Ireland has undergone significant changes over the
last fifteen years, marked particularly, by a dramatic rise in the proponions of women in
paid employment (Barry et al., 2009). This new higher level of women's employment has
brought with it new tensions to the issues of work/life balance. From a traditional
situation in which the majority of couple households were based on a single earner, dual
earner households have become the norm (Barry et al., 2005). Coupled with the fact that
Ireland has the highest birth rate and youngest population in Europe (Eurostat, 2010), the
need for reconciliation policies that directly support the combination of professional,
family and private life has never been more vital.
Climate change is perceived as a significant environmental, social and economic threat
facing the planet today which will have major implications on our lives. Ireland is
expected to meet its emission reduction obligations under the Kyoto Protocol because of
the recession, but the EU target to cut emissions by 20% by the year 2020 seems to be out
of Ireland's reach (Devitt et al., 2010). Telework can contribute to Ireland meeting its
‘Green’ targets by reducing the volume of commuting traffic.
According to Kazmierezak and James (2008), the nature of work today for many has
evolved significantly:

For most of the twentieth century, the overarching image of white collar work was
a large office floor with neatly organized rows and columns of cubicles and desks
staffed with people pecking a\\>ay at typewriters, answering telephones, and
shuffling carbon copied papers. The floor supervisor sat in the corner office.
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looking out upon his workforce, measuring their productivity largely by how
faithfully they sat at their desks Monday through Friday, punching in the time
clock at nine, punching out at five.

That world is long gone. Already, the workforce has become much more
dispersed, flexible, and mobile. Information technology has been a major driver
of this trend. But its impact is only in the early stages; its ability’ to transform how
we live and work has yet to be fully realized, (2008: 1).

Technology today has provided more options for where, when and how work can be
accomplished. According to Benko and Anderson (2010), more work is performed in
project teams across the organisation in more collaborative work partnership, with
companies using forty times as many projects now as they used to twenty years ago.
lousinesses more than ever before are relying on their people to take the initiative and
actively engage in creatively solving problems (Weisberg and Porell, 2011). All of these
forces have created a situation that demands that we re-think how we live and work.
Telework can at least partially address these challenges. Yet, in spite of the numerous
benefits of telework outlined in the literature, as a concept it appears not to have ‘caught
on’ in Irish business environments.
3:3.2 Defining the Research Problem

Formulating and clarifying the research topics is the starting point of any research project
(Ghauri and Gronhaug, 2005; Smith and Dainty, 1991). Once this is established, the most
appropriate research strategy and data collection and analysis techniques can be
identified. Collis and Hussey (2009) identified the stages in identifying a research
problem as follows:
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Figure 3.3 Identifying a Research Problem
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(Collis and Hussey, 2009: 113).

The area of teleworking has been the focus of much research and debate since the
concept gained popularity as a field of study in the 1970s. In spite of the superfluity of
research on the topic, very little research has focused on telework in Ireland. Statistics
show Ireland lagging behind many of our U.K., U.S. and Northern European colleagues,
but little or no research has sought to understand why.

3:3.3 The Research Ob.iective

According to Saunders et al., (2009) the importance of defining clear research questions
cannot be overemphasised. McNiff and Whitehead (2000) make the point that the
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research question is part of a process of ‘progressive illumination’ and may not emerge
until the research process has started. Having encountered an abundance of research on
the topic of telework in general, the researcher attempted to refine the area of research,
repeatedly applying the ‘Goldilocks test’ (Clough and Nutbrown, 2002) to decide if the
research questions identified were ‘too big’, ‘too small’ or ‘just right’. This process
eventually converged on the primary research question:

‘Why does the volume of teleworking in Ireland lag behind many of our U.S. and
European counterparts and what is preventing us from reaching similar levels of
take-up’?

In order to answer this question, this current research seeks to understand the experiences
and perspectives of teleworkers in Ireland and discover any challenges faced by them.

In relation to the research question, Mcliurney and White (2009) posit that “all efforts
should be bent towards that question, and care should be taken to pare ancillary questions
from the experiment unless the added cost of answering them is negligible”, (2009: 44).
This current research incorporated the following secondary questions, as the cost of doing
so was negligible, and indeed provided support information to the primary research topic:

Why is there such a high proportion of part-time teleworkers in Ireland?

Does telework provide a work/life balance solution for Irish teleworkers?
Does any aspect of national or corporate culture in Ireland impact on the volume
of teleworking?
What changes are required in Irish workplaces, attitudes and structures to
facilitate an increased take-up of teleworking?
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3:3.4 Establishing the Research Boundaries

Given the sheer volume of research conducted over four decades on teleworking,
establishing the boundaries of this current research study early, was critical to avoid
diluting the richness of data gathered and conclusions drawn. As part of the initial stages
of this current research, a list was compiled by the researcher of broad topics related to
telework that are covered in the extensive body of literature on the topic. As this current
research focuses on the Irish teleworker experience, only topics that would aid in the
understanding of the experiences and perspectives of this group, were considered.

Figure 3.4 Boundaries of the Research

Field of Telework

Telework in Ireland

(Developed by the author for this current study).

3:3.5 Establishing a Timeline

T he researcher was very conscious of the volume of work involved in completing this
current research project and so created a plan for execution using a Gantt chart. This
timeline is included in Appendix D.
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3:4 Research Preparation
3:4.1 The Literature Review

Hart (1998) defines a literature review as:

The selection of available documents (both published and unpublished) on the
topic, which contains information, ideas, data and evidence written from a
particular standpoint to fulfd certain aims or express certain views on the nature
of the topic and how it is to he investigated, and the effective evaluation of these
documents in relation to the research being proposed (1998: 13).

For some, a literature review represents a means of gaining an initial impression of the
topie area intended to be explored further by the research. The initial stages of this
research process, focused on building a broad understanding of the topic of telework, in
order to establish the boundaries of the literature. Narrative reviews, which are less
focused, more wide-ranging reviews of the extant literature, were conducted by the
author to confirm the focus and refine the research question.

A systematic approach was subsequently taken to reviewing the literature on teleworking,
to ensure thoroughness, and reduce any bias on behalf of the author. Tranfield et al.,
(2003), posit that a systematic review process provides a more reliable foundation on
which to design research as it’s underpinned by a more complete understanding of what’s
known about the research topic.

Several literary sources were consulted, to establish the key findings within the extant
literature on teleworking:

•

Published papers were identified through extensive key work searches of various
search

engines such

as

‘Science

Direct’

and

‘EBSCOHOST’.

Various
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combinations of key works such as ‘Telework’, ‘Telecommute’, ‘Working from
Home’, and ‘Ireland’ were used to create an initial list of relevant literature. The
resultant extensive list of materials, were reviewed for relevance and shortlisted.
An iterative search was conducted as additional key terms were identified in the
literature (e.g., terms such as ‘Home-Working’ and ‘E-working’ being utilised).
Additional sources were consulted directly based on references provided in the
literature, and searches for further works by authors prolific on the topic.

•

Recent unpublished sources such as working papers were identified through
database searches and Internet searches, again using relevant key terms.

•

Relevant books were identified through a combination of Library database
searches and Web searches using search engines such as ‘Google Scholar’ and
‘Google Books’. I'he sourced texts were then consulted online, acquired directly
from the libraries, or in some cases purchased.

•

Central Statistic Office (CSO), and other official European Union (EU) data (e.g.,
EuroStat) was consulted to establish key secondary quantitative data on
teleworking.

•

Newspapers and other online sourees were consulted but to a much more limited
extent. In the case of online sources, care was taken by the author to validate the
source of material and exclude any materials that may lack independence on
behalf of the authors or commissioners of the study. The search tended to focus
more on academic, government and non-commercial sites.

A detailed analysis of the literature was then eonducted, to establish a cumulative
understanding of what is known on the topic of teleworking. A meta-ethnographic
approach was taken, to achieve interpretative synthesis of the extensive and broad
ranging secondary data sources. All credible and relevant sources were identified from
the extensive list of literature, and read multiple times by the author to build up an in-
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depth appreciation of the interpretations of the studies. Wisker (2008), observed the
usefulness of the mind-mapping technique to identify (i) the whole possible field of study
and (ii) the area in which your work will fit. The mind map in Figure 3.5 was developed
by the author to establish the key elements of the telework landscape and facilitate the
grouping of studies into categories according to the area of focus (e.g., motivations for
telework, effects of telework, personality traits of teleworkers, etc.).

Figure 3.5 Telework Mindmap

(Developed by the author for this current study).

Within each category, the pertinent studies were considered in relation to each other, to
establish the nature of the connection, and identify those which are directly comparable.
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refUational, or unrelated. The outcome was then translated into a comprehendible format
in tie literature review.

The systematic review has attracted some criticism (e.g., Eysenck, 1978; Chou and
Helfand, 2005) in situations where the subject boundaries are fluid and changeable, and
in i:s assumptions that an objective judgement about quality can be made. In this current
research, however, having already established the boundaries of the research though an
inital narrative review, the systematic review process was the most suited to meeting the
requirements of the study.

3:42 The Interview Pool

According to Bryman and Bell (2007), the selection of relevant subjects is a key step in
the qualitative research process. Research suggests that one is more likely to gain access
when one is able to use existing contacts (Buchanan el at., 1988; Easterby-Smith et al.,
200S; Johnson, 1975). An initial list of potential interview candidates was drawn up from
the author’s personal contacts as well as references from friends and colleagues. This
poo was further extended through ‘snowball’ referencing.

3:4.3 The Sample

A non-probability or non-random sampling approach was used in this current study,
which “provides a range of alternative techniques to select samples based on your
subjective judgement”, (Saunders et al, 2009: 213). This approach is used due to the
difficulty in accessing data on who teleworks.

Purposive sampling was the primary technique employed (supplemented by snowball
sampling as required). Sampling in qualitative studies is typically purposeful, with the
goal of intentionally sampling cases that can best help the investigator understand the
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central problem under study (Forman et al., 2008). A representative sample was not
sought for its own sake. Homogeneous sampling, which focuses on one particular
subgroup in which all the sample members are similar, was utilised for this qualitative
research to enable a more in-depth study of the group (Saunders et al, 2009). In this case,
the homogeneous sample was current or past teleworkers as well as managers of
teleworkers. A representative sample of people to interview was undertaken so that
additional information could be obtained to help in generating conceptual categories.
Through this ‘theoretical sampling’ (Robson, 2002: 193), those interviewed were chosen
to help the interviewer formulate theory, fhe sample was extended outside of Ireland, for
example, to facilitate comparative data collection. The researcher took care to ensure both
males and females were represented in this current study and the final contributor list
consisted of three women and ten men (Appendix C).

Robson (2002) acknowledges the difficulties in pre-specification of the expected number
of interviews required to be conducted in a flexible design study, identifying the need to
keep going until you reach saturation, when further data collection appears to add little or
nothing to what you have already captured. Morse (2000) suggests that an estimate of the
number of participants needed in a flexible study to reach saturation depends on factors
such as the scope of the study; the nature of the topic; quality of the data; study design;
and the research method (depth or extent of the interview). The initial expected sample
size for this part of the study was ten, in order to get a good cross-section of participants
that fell into the three categories of teleworkers, past teleworkers and teleworker
managers, with a view to extending it, if required, to statistically validate the data. As the
study progressed it became necessary to extend this sample to a total of thirteen
interviews, at which point repetition in the data was experienced and little additional new
data was being gathered.
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3:4.4 Contact Methods and Gaining Access

The sample was selected using personal acquaintances’ and references from companies
where teleworking is (or has been) supported. This was augmented by the use of
snowball sampling, which, in the absence of any adequate population frame to sample
was the most feasible method for gathering data.

Snowball sampling is a technique for

finding research subjects where one subject gives the name of another subject who, in
turn, provides the name of a third and so on (Vogt, 1999).
The majority of the interviews for the qualitative study involved face-to-face personal
meetings. The respondents were initially approached by email or phone and were
supplied with further information on the objective of the study and approach. For those
willing to participate, the logistics for the interview were finalised in advance. The
interviews were conducted primarily with locally based interviewees, and interviews
were carried out at a location convenient to the interviewee, which met the requirements
for the interview (non-noisy, reduced risk of interruptions, etc). In two cases, it was not
feasible, due to geographical constraints, to meet the respondents face-to-face. In these
cases phone interviews were arranged (Section 3:5.4).

3:5 Conducting the Research

3:5.1 Semi-strectured Interviews

Semi-structured interviews were employed for the qualitative study which involved a
sustained encounter between the researcher and a single participant taking between 20
minutes and 1.5 hours. Bryman and Bell (2007) categorise this approach as a “context in
which the interviewer has a series of questions that are in the general form of an
interview schedule but is able to vary the sequence of questions”, (2007: 213).

As

Hoggart et al., (2002) note, this type of interviewing approach is appropriate when
researchers require an “in-depth understanding that is best communicated through
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detailed examples and rich narratives”, (2002: 5). The questions were directed by the
findings of the earlier literature review, and were more general in their frame of reference
to allow the interviewer some latitude to ask further questions in response to significant
replies. The aim of this current research was to gather detailed information rich data from
the interviewees.

3:5.2 The Interview Guide

The interview guide provides topics or subject areas about which the interviewer was free
to explore, probe, and ask questions that would elucidate and illuminate that particular
subject, allowing for flexibility in conducting the interview (Bryman and Bell, 2007).
Bryman and Bell (2007) describe a number of key considerations in the preparation of the
interview guide which were considered by the researcher:

•

Ensuring a logical How between the questions while allowing flexibility to alter
the order of questioning during the interview;

•

Focusing the interview questions in a way that assists in answering the research
question;

•

Using a language that is both understandable and relevant to the interviewees;

•

Avoid asking leading questions;

•

Including ‘facesheef information on the interviews to contextualise the answers
supplied, (2007: 483)

The procedure outlined in Figure 3.6 was followed in the preparation of the interview
guide. A pilot was conducted with one interviewee, which led to some minor adjustments
to the content of the interview guide. This also proved to be an invaluable test of the
equipment planned to be used for recording and transcribing the interviews, highlighting
the inadequacies of some recording equipment (leading to a rapid purchase of recording
devise that was designed for the purpose) and the time investment required for
transcription.
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Figure 3.6 Formulating Questions for an Interview Guide

Revise
Interview
Questions

Finalise
Guide

(Bryman and Bell, 2007; 485).
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3:5.3 Interview Procedure

The interviews commeneed with a brief introduction including the following, as
described by Lofland and Lotland (1995):

Explain purpose and nature of the study to the respondent, explaining how they
came to be selected.
The interviewee was assured that if they requested, that they would remain
anonymous in any written reports arising from the study.
It was explained that there was no right or wrong answers to the questions, the
focus of the study is to capture their opinions and personal experiences.
The respondent was invited to feel free to interrupt or seek clarification at any
time.
fhe interviewer told the respondent a little about themselves — background,
reason for engaging in the study of the area, etc.
Permission was sought to record the interview with an explanation of the reasons
for doing so.

During the interview, the interview guide was used to direct the line of questioning.
1 hroughout the interviews, clarification was sought as necessary and interesting
responses particular to the research question pursued in more detail.

3:5.4 Phone Interviews

It became vital in the course of this current research, to build up an understanding of the
differences between the experiences of teleworkers in Ireland, and in countries where
telework has been embraced to a greater degree, or for a longer period of time. Through
snowball referencing, teleworkers in the U.S. and the U.K. were identified and contacted.
The geographical remoteness of these interviewees posed a challenge for conducting a
face-to-face interview. Given the importance of interviewing candidates in these
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countries, a phone interview was conducted to gather information on their experiences
and solicit their opinions.

Robson (2002) observes that telephone interviews share many of the advantages of faceto-face interviewing: a high response rate; correction of obvious misunderstandings;
possible use of process; etc. Rapport may be more difficult to achieve, but this is
compensated for by evidence of smaller interviewer effects and a lower tendency towards
socially desirable responses (Bradburn and Sudman, 1979).

Throughout the phone interview detailed notes were kept of responses. The respondent
did observe that phone interviews elicited slightly less information rich responses due to
increased difficulty in building up rapport with the respondent, thus tending to take less
time than face-to-face interviews.

3:5.5 Tape Recording and Transcription

Qualitative researchers are frequently interested not just in what people say hut
also in the way that they say it, (Bryman and Bell, 2007: 489).

All face-to-face interviews were recorded and subsequently transcribed to ensure the
accurate recollection of interviewees answers; to allow the interviewer to remain alert to
what was being said in the interview, probing for further information where required; and
to permit re-examination of the interviewees’ answers (Bryman and Bell, 2007: 489). The
permission of the interviewee was sought to record the interview and all respondents
agreed to this. It was observed, however, by the researcher, that in most cases, this
brought about an initial unease on the part of the participant which dissipated as the
interview proceeded. As a result, the ordering of the questions was adjusted by the
interviewer in some cases to focus initially on the less subjective or thought provoking
queries.
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According to McCracken (1988), a verbatim transcript of the interview testimony must,
be created (1988: 41). Bryman and Bell (2007) disagree, noting that some interviews, or
at least large proportions of them, are sometimes not very useful, and it may be better to
transcribe only the portions that are useful or relevant. In this instance, all aspects of each
interview conducted were transcribed in case something that appears irrelevant initially,
takes on greater significance later on. Verbal ‘tics’ or repetitions were edited out for ease
of understanding, while being careful not to paraphrase or in any way modify the intent
of what was said by the interviewee.

3:6 Data Analysis and Report Creation

3:6.1 Reliability AND Validity
Reliability, according to Bryman and Bell (2007), is concerned with consistency of
measurements and is essentially “the question of whether the results of a study are
repeatable”, (2007: 40). Reliability can be assessed by posing the following three
questions:
1. Will the measures yield the same results on other occasions?
2. Will similar observations be reached by other observers?
3. Is there transparency in how sense was made from the raw data?
(Easterby-Smith et al., 2008: 53).

Robson (2002), proposed four threats to reliability. The first is subject or participant error
and can occur when variables such as the time the interview is conducted influence the
outcomes. There may also be subject or participant bias when external factors influence
the inputs of the participants in the study. Observer error may be introduced through
varying the interviewers and introducing subjectivity in the questioning approach.
Finally, observer bias can result from subjectivity on the part of the researcher in
interpretation of results.

84

Throughout this current study, great care was taken to avoid error or bias on behalf of the
contributors to the study as well as the researcher. An interview guide was carefully
constructed to ensure an open and unbiased line of questioning.

Validity, Bryman and Bell (2007) contend, is in many ways the most important criterion
of research and is concerned with the integrity of the conclusions that are generated from
a piece of research. Validity is concerned with whether the findings are really about what
they appear to be about and can take the form of:

•

Measurement Validity — does the measure of the concept that has been devised,
truly refect the concept it is supposed to represent?

•

Internal Validity — is the conclusion that is drawn due to the causal relationship
between two variables valid?

•

External Validity — can the results of the study be generalised outside the context
of the research?

•

Ecological Validity — can the research findings, which tends to be of a socioscientific nature, be extrapolated to truly represent everyday life situations in their
natural settings? (Bryman and Bell, 2007: 41-42).

Lincoln and Cuba (1985), argue that a more appropriate criterion for measuring the
quality of a qualitative study is trustworthiness, which they consider in the context of:

•

Credibility — how believable are the findings?

•

Transferability — do the findings apply to other contexts?

•

Dependability — are the findings likely to apply to other times?

•

Confirmability — has the researcher allowed their values to impact on the
findings? (Lincoln and Cuba, 1985).

One of the threats to validity suggested by Robson (2002) was history, or the timing of
the research and proximity to an event that would dramatically affect the findings. This
threat represented a very real challenge for this current research, in relation to the timing
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of the initiation or conclusion of telework for those interviewed. There was a possibility
that the opinions on telework from those who had only recently commenced, may be
significantly different from those who had teleworked for a long period of time, or those
who no longer teleworked. The process for identification of candidates needed to ensure
that the contributors to this current study represented a cross section of telework
experience. Questioning on the length of time in the teleworking role was also clearly
built into the interview guide and thus, in itself, became a source of investigation.

3:6.2 Data Analysis

First and foremost, analysis is a test of the ability to think - - to process
information in a meaningful and useful manner (Fetterman, 1989: 88).

leaner and Gaskell (2000) hold that the broad aim of analysis is to look for meanings and
understandings. According to Morse and Field (1995),

On the part of the researcher, creative and solid data analysis required astute
questioning, a relentless search for answers, active observation, and accurate
recall. It is a process of fitting data together, of making the invisible obvious, of
linking and attributing consequences to antecedents. It is a process of conjecture
and verification, or correction and modification, of sugge.stion and defence (1995:
125-126).

Qualitative data analysis generally proceeds inductively, from making specific
observations, to identifying recurrent themes and patterns in the data (Forman et ai,
2008). Forman et ai, (2008) posit that, as qualitative research is a process of discovery,
the research process is iterative rather than sequential so data collection and analysis
occur concurrently. Creswell (2006) notes that, this analysis proceeds from examining the
raw data, to coding, theme or pattern development, and finally identifying relationships
among themes. A ‘grounded’ approach was deemed by the researcher to be the most
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appropriate approach to this current research. This used the researcher’s intuition to
produce common themes as well as contradictory ones appearing in the data, which could
then be interpreted. The data was coded as it was collected.

3:6.3 Coding

A code is a symbol applied to a section of text to classify or categorise it (Robson, 2002).
Essentially, codes are devices to facilitate retrieval and organisation of data to allow you
find and then collect together data of a particular kind. The approach taken by the
researcher to coding, involved systematically categorising the data using categories
generated inductively, at least in part, and applying these categories to the data through
close reading. An example from this current research can be seen in Figure 3.7.

Figure 3.7 Example of Coding from this current study.
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As Moser and Kditon (1971) note, the whole point of coding is to summarise the data,
and it is as unhelpful to retain too many categories as it is misleading to use too few. Data
was then sorted into these codes and summarized. The analysis process involved ongoing
interpretation of the data, with the researcher reading through the data and interpreting
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what the participant meant, applying appropriate codes to segments of text, and recording
thoughts and interpretations. Data was compared and contrasted across cases in terms of
themes and the diversity of perspectives on these themes.

1 his approach very much aligned with what Miles and Huberman (1994) observed as a
fairly typical set of analytical steps:

Giving codes to the initial set of materials obtained from interviews;
Adding comments, reflections, etc. (commonly referred to as ‘memos’)
Going through the materials trying to identify similar phrases, patterns, themes,
relationships, sequences, differences between sub-groups, etc.;
Taking these patterns, themes, etc., out into the field to help focus the next wave
of data collection;
Gradually elaborating a small set of generalisations that cover the consistencies
you discern in the data;
Linking these generalisations to a formalised body of knowledge in the form of
constructs or theories, (Miles and Huberman, 1994: 9).

3:6.4 The Research Report

Commenting on the research report, f’adget (1998), believes that the basic goal is “to
produce a report that is scholarly, trustworthy, and readable”, (1998: 104). The author
adopted the approach recommended by Parry (1996: 116) that in producing the first draft,
one should concern oneself primarily with content, and leave style of writing as a task to
be focused on when revising. The priority in the first draft was to ensure clarity of
thought that clearly came across to the reader. Multiple revisions were then completed
which focused on:

Rewriting sections to enhance clarity, improve writing style
Verifying consistent adherence to formatting rules
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Rc-ordering to more effectively convey meaning
Taking into account feedback from helpful family and friends who kindly agreed
to review the report
Identifying and filling any gaps in content.

3:7 Ethical Considerations
Ethical considerations were at the forefront of the researcher’s mind throughout the
research process. Reynolds (1979) defines ethics as rules of conduct; typically, to
conformity to a code or set of principles.

Dicner and Crandall (1978) highlight four main areas of concern in relation to ethics in
business research:
Whether there is harm to participants;
Whether there is a lack of informed consent;
Whether there is an invasion of privacy;
Whether deception is involved.

According to Christians (2005), an overlapping emphasis on four guidelines forms any
code of ethics:
1. Informed Consent — Research subjects have the right to be informed about the
nature and consequences of experiments in which they are involved. This means
that they must agree voluntarily to participate, and their agreement must be based
on full and open information.
2. Deception — According to Bulmcr (1982) deception is “neither ethically justified
nor practically necessary, nor in the best interests of sociology as an academic
pursuit”, (1982: 217).
3. Privacy and Confidentiality — Confidentiality must be maintained behind a shield
of anonymity based on the desire of those interviewed.
4. Accuracy — Fabrications, fraudulent materials, or omissions are unethical.
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Great care was taken throughout the research process to maintain high ethical standards.
In order to maintain the confidentiality and anonymity of the contributors to the study,
only first names have been published. Due to the sensitivity of some of the information
provided by the interviewees, and in the interests of receiving more accurate responses to
the interview questions, the company names arc not included in the study, although the
industry is highlighted in order to contextualise the responses. No pressure was placed on
any of the respondents in this current research to partake, and the nature and purpose of
the research was communicated clearly and openly to those participating in the study.

When reporting the results of the study, the researcher endeavoured at all times to
produce and honest and truthful account of what was done during the course of the
research. All materials consulted were formally referenced, and assistance with
transcription and draft reviews acknowledged.

3:8 Limitations of the Study
The primary limiting factor on this current study was time. Ideally, this current research
study would have included an extensive quantitative study which would inform the
qualitative research and facilitate further triangulation. However, this was outside the
scope of this current research. A detailed up-to-date quantitative study on teleworking in
Ireland today is not available and would be an ideal focus of future research.

Furthermore, identification of teleworkers in the public sector proved extremely difficult
and so this current study focuses on teleworking in the private sector.

3:9 Summary
In this chapter, a detailed account of the research philosophy, strategy and methodology
was presented, according to which this current research is conducted. A qualitative
methodology is selected for this exploratory due to the greater depth and richness of data
that can be gathered using this approach.
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Extensive primary and secondary data collection was undertaken by the researcher.
Primary data was collected using the medium of semi-structured interviews. A purposive
sample of thirteen telework experts was chosen due to the depth of their experience of
teleworking and managing teleworkers. A semi-structured interview guide was created
for both teleworkers and managers, consisting of thirteen and eleven questions
respectively, designed to elicit information rich responses from the interviewees.

At all times, the researcher maintained high ethical standards by outlining clearly to
respondents the purpose and planned usage of the research, ensuring the accuracy of the
responses by recording and immediately transcribing the interviews, and maintaining
confidentiality of the information supplied using only first names and industry sector
throughout the research report.

The analysis of the data collected is outlined in Chapter 4 with conclusions and
recommendations drawn from the analysis presented in Chapter 5.
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Chapter 4: Research Findings

As technology comes to permeate every aspect of work, it liberates organisations
and their employees from the physical boundaries of the workplace, and yet
amplifies many of the interpersonal and cultural challenges inherent to corporate
life, (Ellison, 2004: Cover).

4:1 Introduction
This chapter presents the empirical findings in relation to telework in Ireland from
thirteen interviews. This research study sets out to examine the experiences of telework in
Ireland from the perspective of current and past teleworkers as well as their managers.
Two additional contributors have been selected with experience teleworking in the U.K
and the U.S respectively, to facilitate comparative analysis. Direct feedback from all of
these respondents is presented in this chapter. In some cases, in order to protect the
identity of the interviewee, a quotation is identified by the role and industry in which the
person is employed (or was employed when teleworking). In the case of past teleworkers,
the role played while teleworking or managing teleworkers is given. A full transcript of
each interview is available from the author upon request.

This research attempts to understand the nature of telework in Ireland and why Ireland
has not kept up with its European and U.S. counterparts when it comes to the utilisation
of telework within organisations. A number of objectives are set out in Chapter 1, and the
findings in relation to the questions posed are now presented, with new findings
highlighted.
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This chapter begins by outlining some of the statistics on the profile of the candidates
who contributed to this current study. The perceptions of telework from the perspective
of current and past teleworkers, as well as managers within organisations that support
telework, are considered. The chapter then goes on, to reveal the impacts of teleworking
on those directly affected by it, including work/life balance, career impacts and impacts
on non-teleworkers. The organisational dynamics in teleworking situations is examined,
with particular focus on culture and its impact on teleworking. Finally, the nature of
telework as it exists in Ireland today, and the future of telework is explored, including
any barriers to the spread of teleworking, which reveal some interesting and novel
findings of this current research study.

4:2 Interviewee Profile
1 he profile of those interviewed for this current study is outlined in Figure 4.1. In all
cases, the interviewees have been selected for their direct experience of telework, which
qualifies them to comment on the topic, and makes their opinions invaluable in
understanding the nature of telework in Ireland today. 85% of those interviewed fall into
each of the categories of current and past teleworker (54%o and 31% respectively), while
the remainder currently or previously managed teleworkers. One of the respondents
classified as a past teleworker below, also managed teleworkers at the time. Another
contributor, who manages teleworkers, also teleworks occasionally. So, an interesting
dualistic perspective on teleworking is offered by these contributors.

This profile ensures a varied perspective on telework from two groups that are directly
impacted by this work practice and qualified to comment based on personal experience.
Exclusively, those interviewed worked from home, although only 73% actually had a
dedicated home office.
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Figure 4.1. Breakdown of Interviewees by Category

Category
PastTeieworkef

BTelevuorker

■ Teleworker Manager

m
Aligning with the profile of a typical Irish (CSO, 2003), and European (ECaTT, 2000)
teleworker, the majority (77%) of the contributors are males, who fall into the 36-45 age
category. Reflecting the Endings of Peters et al., (2004), and O’Connell ef al., (2004), all
of the respondents fall within the 26-45 age group.

Figure 4.2 Breakdown of Teleworkers by Age and Gender

All but two of the interviewees are married and all but one have children, although it
should be noted that 64% of the teleworker and ex-teleworker group of respondents, did
not have children when they commenced teleworking.
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Figure 4,3 Breakdown of Teleworkers based on Marital Status and Children

100% the teleworkers interviewed have a third level education, as can be seen in Figure
4.4, echoing the findings of both Peters et al., (2004), and O’Connell et al., (2004), who
posited that those given the opportunity to telework were on average more highly
educated. This also aligned with CSO (2003) data that the majority of teleworkers have a
tertiary education.

Figure 4.4 Breakdown of Interviewees based on Education

In relation to the profile of the telework companies for which the interviewees work(ed),
the majority (61%) of those interviewed, telework(ed) in large organisations of more than
five hundred employees, and most typically multinationals (Figure 4.5). There are
however, some contributors from recent start-ups and small indigenous companies, which
bring an interesting perspective to the discussions.
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Figure 4.5 Breakdown of Respondents based on Company Size

Company Size
■ 0-10 ■ 11-50 ■ 51-100 ■ 101-500 ■ >500

Haddon and Lewis (1994) indicates that high-tech firms, and especially, communications
and computer companies and divisions, have the highest proportion of teleworkers. In
spite of the seventeen year gap since their study concluded, this current research reflects a
similar organisational profile with strong representation from the multinational
technology companies.

Figure 4.6 Breakdown of Interviewees based on Industry Sector

industry Sector
Construction

...Energ’ySector p.nancial
9%

Telecommunica
Retail Seiwes

... .
Software ^

Technology
42%

Aligning with the CSO (2003) data, that teleworkers most typically fall into the
managerial, professional and technical occupational categories, many of the current and
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past teleworkers in this current study, telework(ed) from management positions within
these companies. These positions include company director, vice-president, head of
planning, account manager and service team manager. The respondents also work in
technical roles including a technical writer, support engineer and an architect.

The majority (73%) of those interviewed fall into the category of part-time teleworkers,
who telework(ed) from home between one and four days per week, and spend the
remainder of the time in the office (Figure 4.7). The average number of days teleworking
across all respondents is 2.8 days per week, which is higher than the findings of Denbigh
(2000) who report it as 1.5 days in his study in the U.K. One contributor teleworked from
home five days a week, for twelve years, which adds an interesting perspective to the
data received. The other two respondents who work(ed) from home on a full-time basis
have only done so for a short period of time.

Figure 4.7 Average Number of Days Teleworking

Average Number of Days Teleworking

Average Number of Days Teleworking per Week
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4:3 Perceptions and the Nature of Telework in Ireland
Critical to an understanding of the nature of telework in Ireland, is an awareness of the
experiences and opinions of those directly impacted. This section examines these
opinions, from each of the perspectives of current and past teleworkers, and managers in
teleworking organisations.

4:3.1 Views ON Telework

This current research study has found that, telework is viewed in a positive light by
teleworkers both past and present, with 91% of teleworkers contributing to this current
study indicating that it has a positive impact on their lives. There is a recognition that
telework can have a positive impact, not only on the teleworker themselves, but also on a
larger scale:

I think it’s great. It’s got the potential to have a huge impact, socially,
economically, and environmentally on how we do work. If everybody who could
telework, teleworked, we 'd lower our dependency on fossil fuels, we’d have better
work/life balance and there would he more disposable income due to savings on
transportation costs,
Jim - Service Team Manager & Teleworker, Technology Sector.

Another contributor concurs, reflecting that:

From a personal point of view I would say my opinion of telework is more
positive. I have worked with people who have done teleworking and for the person
themselves it always seems to he a positive thing,
Donal - Managing Directot & Teleworker, Retail Sector.
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This research has found that, particularly for those respondents with families, the
flexibility that telework offers is beneficial:

For a twenty-something year old,

that has no ties,

living in rented

accommodation, teleworking may mean nothing to them. Whereas, for a person
who is married with a couple of kids, it makes sense for them, because it does
have benefits. There are obviously pros and cons to everything you do. But I think
the benefits to teleworking, to most people, will outweigh the cons,
Donal - Managing Director & Teleworker, Retail Sector.

The respondents in this current study generally observe that while telework for some has
its drawbacks, the positive aspects prevail:

Ifyou can do it, the benefits far outweigh the disadvantages,
Barry - Head of Planning & Teleworker, Energy Sector.

The following contributor agrees that teleworking, for them, has both advantages and
disadvantages, but when asked if they would telework again, replied:

Yes, as I have more control over my days and work,
Patrick - Global Project Mgr. & Teleworker, Technology Sector.

One respondent who teleworked one day per week, reflects that it saves time commuting,
and when questioned on what, if anything, the respondent would change, indicates that:

I'd increase the number of days I telework, as in my opinion, it increases
productivity and improves the work/life balance,
Roisin - Technical Writer and Past Teleworker, Software Sector.

A very positive perspective on teleworking is conveyed by another contributor who
works from home four ddys per week:

^9

It is a win-win for everyone. I do more hours than I do at the office because I have
two hours more work which I save on travelling. I am in a better mood. If I don’t
want to have to have a shower straight away in the morning, I don 7 have to. No
one is looking over your shoulder,
Darragh - Architect & Teleworker, Construction Sector.

The following respondent concurs, identifying some of the pre-requisites for successful
teleworking:

It's great - providing that you already know your job, are motivated and self
starting. . .Yes, I would telework again. I wouldn't change anything,
Nick - Customer Support Eng. & Teleworker, Technology Sector.

Another respondent agrees that, in regard to teleworking:

The positives far outweigh the negatives. . . I know at some stage I will have to
go hack into the office full time, hut I just can’t see myself going hack working
five days a week in an office at present. The flexibility teleworking affords me at
the moment is a huge factor in my ability to do the job I am paid to currently do.
Also, I can wear shorts and a t-shirt if I want on my days workingfrom home!
Darran - Project Mgr. & Teleworker, Telecoms Sector.

When asked if this respondent would change anything they replied:

Not really, it works well for me at present. It gives me the ability to have a pretty
good work/life balance and fits in well with our schedule. If at all possible, if I
move somewhere else, I would look for the opportunity to telework there too.
Darran - Project Mgr. & Teleworker, Telecoms Sector.
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One respondent, who teleworked as vice-president in a financial services company,
viewed teleworking as a “fantastic benefit’’ and suggests that:

It’s great for work/life balance and where there's a long commute, it certainly
makes sense,
Collette - ex. Vice President & Teleworker, Financial Services.

When asked if this contributor would telework again, they replied:

/ would telework again. 1 wouldjust try to do it earlier in my career,
Collette - ex. Vice President & Teleworker, Financial Services.

A respondent, who teleworked as an account manager in a technology company,
acknowledges both the advantages and drawbacks of teleworking, having worked from
home on a full-time basis for twelve years:

For a single person, ifyou had a choice of working in an office, or a job working
from home for the same money, which would / recommend? I w’ould recommend
working in an office. If I was married and had kids and this meant the difference
between childcare or if there was .some other lifestyle benefit from working from
home, I’d say work from home, became you can, if you are the right kind of
person, do the job equally as well, but it takes more effort. You have to work
harder you have to work longer,
Danny - ex. Account Manager & Teleworker, Technology Sector.

Interestingly, an ex-teleworker who also worked from home five days a week, although
viewing telework in a positive light, recognises potential difficulties that may have arisen
in the future:

My opinion of teleworking would he that if the infrastructure was right, and you
don’t get hogged down in not having a printer or speaker phone, or not having
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enough space, I think it works well - in the environment / was working in anyway.
That said, I was working in ideal conditions. I could have the run of the house. I
could throw the phone on speaker while I was working. I could put on the kettle in
the middle of the meeting. One of the reasons why I gave up teleworking, was that
I had it in my mind that I was coming up to the point where it was going to start
getting more difficult, as the tw>o girls [daughters] were going to start going to
school, so they were not going to he in the creche all day and would he in the
house sooner. I realised that at the time I was henefitting from having a longer
day, hut / was approaching the situation where I was going to have to have a ‘Do
Not Disturb ’ sign on the bedroom door, and telling them to he quiet as / was on
the phone. It would start getting more difficult. So, my experience of teleworking
was very positive, hut 1 am very much aware that might have been a transient
stage,
Michael - ex. Project Manager & Teleworker, I'elecoms Sector.

When asked if this respondent would telework, if they were given the option in the
future, they replied:

Yes I would. Given my situation at this stage, I wouldn 7 have the dedicated space.
Also, given that my job does involve a lot ofphysical meetings with people, I don 7
think it’s something 1 could do in this company. But part-time teleworking I would
definitely like to do. / think it really helps my work/life balance if I can work at
home,
Michael - ex. Project Manager & Teleworker, Telecoms Sector.

The managers of teleworkers, who participated in this current study, have a balanced
opinion of telework, acknowledging both its strengths and weaknesses, as can be seen
from the following response:

/ think it made delivering a project harder, in the same way that having globally
distributed teams makes it harder. Taking a bigger picture view, I think it helps to
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hold onto people. It helps the company retain valuable skills over the 10-15 year
timeframe rather than forcing people out of the workforce, by giving them more
flexibility. It allowed people who, for whatever personal circumstances, might
have been forced to relocate, to keep working. So, overall, 1 think it was a positive
thing. Because of my role, it probably impacted me more negatively, but I’m
trying to step back and think was it worth doing, and I think it was positive. But I
think people, too, were unwilling to he realistic about the problems,
Pat - ex. Snr. Resource Mgr. & Teleworker Mgr., Telecoms Sector.

A similar balanced view is taken by the following respondent, based on their experiences
of managing teleworkers:

I think it’s very dependent on the role the person is doing. It works very well for
.some roles and it works very’ well ifyou have a very crisp mechanism of reporting
what people are doing. It also depends on the per.sonality of the person. . . one of
my guys in the U.K. needs a pat in the back for everything he does, which is ver\>
hard M’hen you are working remotely. Whereas, ifyou are very self-.sufficient, you
will work very well from home. I allow it all the time. It is dependent on the
person though, and you do have to have a huge trust factor built up. If you have
.someone that you need to watch constantly, it puts twice the load on the manager
to have that person teleworking,
Mary - Snr. Support Mgr. & Teleworker Mgr., Technology Sector.

This study finds that telework leaves certain gaps, which for some, are impossible to fill.
For this contributor, having a whole team telework on a full-time basis would not be
workable:

As a manager, I think it is far more difficult, because I would be more the social
side of management. I know managers in Cork who would prefer the busine.ss side
of management, and they are happy to have their team that far away from them.
But for me, I would he very lonely if all my team was telewot^king. When I work
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from home, I still tie in with them on a daily basis, hut it's a completely different
thing than being able to walk down the corridor. And I think from a morale
perspective, them being able to see me is a lot better for them, than hearing me
over the phone, because they ’re not seeing my face. So, for me, permanent
teleworking, for all my team to he teleworking, would he very difficult to manage.
Also it makes performance management much harder, because although you have
all the metrics, metrics are only a small part ofpeople management. Metrics tell
one story hut they don’t tell the big story,
Mary - Snr. Support Mgr. & Teleworker Mgr., Technology Sector.

Interestingly, although both of the teleworker managers contributing to this current study
recognise the drawbacks in teleworking, both state that they would support telework
under suitable conditions and see it as a positive benefit. Telework is only seen as
feasible by the teleworker managers, though, where certain pre-conditions are met. These
relate to the persons’ role and past performance, an existence of trust, and the motivations
involved. Allowing telework on a trial basis is identified as being vital to ensuring that a
workable solution is established. This perspective is also echoed by one of the ex
teleworkers interviewed who also managed teleworkers:

If someone comes to me asking if they can telework, I would he very much
inclined to do it on a trial basis, and say to them ifyou can prove to me that you
can do one day per week, and I can see that there is, at a minimum, the same level
of performance, and hopefully better, then we can look at doing it. Even still, I
would say that I would really allow it only for a set of people who had
demonstrated their ability to work independently and he progressive. Any poor to
medium level performer I would he very reluctant to loosen the reins.
Michael - ex. Project Manager & Teleworker, Telecoms Sector.
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4:3.2 Motivations to Telework

The motivation to telework varies somewhat between contributors. For 54% of
respondents in this current study, the primary motivation is better work/life balance
through reduced commute or greater flexibility:

It made my work/life balance that hit more feasible or attractive in that it reduced
my commute time . . . Reducing that commute time meant that I could still get my
work done in a lower stress environment and I had closer access to my children
as well, if anything would have happened,
Collette - ex. Vice President & Teleworker, Financial Services.

Avoiding the stress associated with a long commute to and from work is also the primary
motivation for the following respondent:

It was something Ifelt I wanted to do after the birth of my first child. One day
working at home, meant at least one day where I could avoid the stress, time and
cost that comes with the commute to andfrom work and having a small baby,
Roisin - Technical Writer and Past Teleworker, Software Sector.

Obviating the stress associated with commuting, also led to this respondent requesting
teleworking:

/ started working for the company in London. I was the first person hired to

support a new product for a company acquired by the company. After t\i>o years,
sales growth required more engineers and these were to he hired in Cork. I
agreed to move to Ireland to help grow the new team. After about fifteen months,
I asked to m,ove back to the U.K. and work remotely as I didn't want to head hack
to London,
Nick - Customer Support Eng. & Teleworker, Technology Sector.
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A long commute, and the associated costs, influenced this respondent to make
teleworking a pre-requisite to taking on a role that involved a two hour each way
commute:

When the job came up, I said I won V he available to go to Kerry every day. At the
start, I was doing three days in the office: Monday, Tuesday and Thursday. When
others joined and only did two days in the office per week, 1 cut down to tM>o days
a week also. I didn’t look for teleworking; it was always a part of the contract
from day one,
Darran - Project Mgr. & Teleworker, Telecoms Sector.

I'he following interviewee agrees that cutting down on commute times and enhanced
work/life balance, provides the primary motivations for him and his teleworking
colleagues:

For us anvway, especially when we are travelling a lot and away from home, it
suit us to cut down on the travelling,
Barry - Head of Planning & Teleworker, Energy Sector.

Reducing commute time is not the only motivation for telework. For some contributors,
for whom commute time is not an issue, telework offers a flexibility that facilitates a
better work/life balance. Despite the fact that this respondent has only a short fifteen
minute commute to work:

The benefit for me would he work/life balance,
Jim - Service Team Manager & Teleworker, Technology Sector.

This teleworker manager had the option of teleworking, and would do so occasionally
based on family needs:
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I can do it once a week hut I wouldn ’t always use it. If I have no meeting at work
on a day and 1 want to do something with the kids, I will workfrom home,
Mary - Snr. Support Mgr. & Teleworker Mgr., Technology Sector.

Interestingly, this current study found that for 55% of respondents, the circumstances that
led to telework involved factors outside of their control. For some smaller businesses,
where the work performed is conducive to remote working, working from home is done
automatically:

There was no need for the people in the company to meet up daily because we are
all doing specific roles. I went to the office the first week every day hut they said
'you don 7 interact with anyone here so why come to the office. Ifyou have email
you use it. We have a meeting once a week and that is it'. If I am doing drawing
work and have a problem, I ring someone else, and they are more than likely
working from home also,
Darragh - Architect & Teleworker, Construction Sector.

For other participants in this current research study, changing roles or cultures within the
organisation to more global project-based structures, opens up opportunities to telework:

We have moved from direct manufacturing, where we are always needed on-site,
to a more consultant and project management role on worldwide projects, which
can accommodate remote working.
Patrick - Global Project Mgr. & Teleworker, Technology Sector.

In one case, the role was initiated as a teleworking role by the company, in order to
establish local support in a new market, at minimal cost:

/ was approached by a multinational company who were just expanding their
support to cover new business that was being generated by the multinationals
starting to establish themselves in Ireland . . . They said your support must he
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local, it must he in the same time-zone, you must have someone who is able to
come in .. . The beauty of it from the company’s perspective is that they said let's
make them work from home ... It suited them because they didn 7 have to set up
an office,
Danny - ex. Account Manager & Teleworker, Technology Sector.

Indeed, this respondent, clarifies that the role was specifically created as a telework role:

It was something we were willing to accept as part of doing the job. as opposed to
setting it up to enable us to do it. I think definitely the mindset would he different
now because things have changed an awful lot ... I think the job, this support
structure for multinational accounts, demanded that you work from home. So, it
wasn V a case of 7 want to work from home - let’s go find a job that does that',
Danny - ex. Account Manager & Teleworker, 1'echnology Sector.

For another self-employed teleworker, the driver is cost reduction for their company:

The reason for doing it was financial really. You have to look to see if you can
really do what you need to do from home, rather than needing an office location,
Donal - Managing Director & Teleworker, Retail Sector.

Similarly, for some other respondents, telework is not optional. The closure of the local
office stimulated the initiation of telework for this respondent who had to change to a
teleworking role, or lose their job:

It wasn 7 that I chose teleworking it was that the office disappeared! The office
where I was working was closing. They were retaining a handful of stafffrom a
larger group, and the options were that you take up the redundancy or come up
with alternative arrangements for teleworking. I think there was a quick look at
the option of cheaper office space around, but there was an agreement that at
least in the short term, we would work from home, and take it from there when
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things had settled. Effectively 1 was working as part of a small group anyway and
a lot of the work that I was doing was on the phone. So, the role was suitable for
it,
Michael - ex. Project Manager & Teleworker, Telecoms Sector.

For some of the interviewees, additional factors contribute to the change to teleworking.
One respondent explains how business continuity management requirements provided the
stimulus for telework for their organisation:

Something else happened before / went out on teleworking and that was 9/11. We
were dislocated from our office in downtown New York and a lot of us ended up
working in offices in other locations around New York. So, it took away that
traditional structure of everyone going into the offices, and the team environment
and people working together that way,
Collette - ex. Vice President & Teleworker, Financial Services.

From the company perspective, the primary reasons for introducing telework are cost
reduction, attracting and retaining key staff, and company image or profile:

It was introduced by HR so that HR could talk about its progressive HR policies
and so the company could claim it valued flexibility for its staff and supported
work/life balance,
Pat - ex. Snr. Resource Mgr. & Teleworker Mgr., Telecoms Sector.

The same respondent also comments that:

It helps to hold onto people and staff retention. One guy who was a guru in a
technology, got married and moved to Dublin. He was going to resign from the
company, and / actually suggested to him why don't you telework? And it
worked"
Pat - ex. Snr. Resource Mgr. & Teleworker Mgr., Telecoms Sector.
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Similarly, other companies are driven by a desire to retain key staff, who are forced to
move location due to family circumstances, as highlighted by this respondent:

For us, it really was down to family circumstances. There were very senior people
that M’e did not want to lose, hut they had to move. Whereas ifyou are in Cork, if
you are within an hour of the building, we ’re not allowing you work from home.
When we have people who needed to move for family reasons, we thought one
person in an office on their own is no good anyway, so we allow them to work
from home. There are offices nearby, hut it just didn’t make any sense because
they wouldn 7 know anyone else in the office.
Mary - Snr. Support Mgr. & Teleworker Mgr., Technology Sector.

Another contributor highlights that:

The company had very good policies around work/life balance and had won
several awards for ’Working Mother’ and that type of thing. And they heralded
themselves as being one of the best companies to work in,
Collette - ex. Vice President & Teleworker, Financial Services.

One company initiated teleworking to establish a presence in a new market at minimal
cost:

It suited them because they didn 7 have to set up an office. So, all the company
had to do at the time then, was put a car under you to get there, and pretty much
an open expense account for when you have to travel there,
Danny - ex. Account Manager & Teleworker, Technology Sector.

A similar motivation is also the driver for another company to pursue similar goals:
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For one of the new products we have taken on, they required multi-lingual staff,
and they hired in Spain, they hired in Germany, they hired everywhere. They
hired them to work from home,
Mary - Snr. Support Mgr. & Teleworker Mgr., Technology Sector.

The impetus for another company is a combination of introducing better work/life
balance policies and reducing costs:

/ think about three years ago, a policy was brought in the U.S. called Work Wise,
whereby depending on your position and what it is you 're doing, people were able
to work two days a week for home. That was company-wide. And the idea behind
that was, first of all it had benefits for employees from a work/life balance point of
view. Also, because our headquarters were just outside Boston, the wintertime
can he very difficult and sometimes people find it very difjicult to get into the
office. People have to stay in hotels at night when they leave work. It also actually
cuts down on the company’s requirements for real estate, because they can have
hot-desking, rather than designated cubes,
Jim - Service Team Manager & Teleworker, Technology Sector.

Similarly, this respondent describes plans to bring in such ‘hot-desking’ in the local
office:

They are bringing in a policy now as we are out of space in Cork. So, very soon it
will be ‘desk sharing’. So, for instance, ifyou and I were working from home we
would alternate our days at home and both use the same desk,
Mary - Snr. Support Mgr. & Teleworker Mgr., Technology Sector.

Interestingly, although not surprisingly, there does appear to be a correlation between the
driving force for telework, and the perspectives on its success. Where telework is
initiated by the employee themselves, it tends to be vefy rhuch seeh by the teleworker in a
positive light. Where it is initiated by the company, the perspective is more inclined to be

balanced.

Similarly, for managers of teleworkers, when telework is initiated at the

request of the manager, for example to retain critical skill sets, the perspective is more
positive than that of telework initiated at the request of the employee.

4:3.3 Telework Logistics

For many of the teleworkers in this current study, working from home is very similar to
working from the office:

A typical day teleworking is exactly the same as in the qfjice. Contact with
colleagues and customers ’ is via phone, email, chat. The only difference is that I
don't need to leave the house and commute to work.
Nick - Customer Support Eng. & Teleworker, Technology Sector.

This respondent concurs, noting that they try to maintain a similar routine as in the office:

/ try to keep it very> much as close to office hours as possible. Coffee at 1 l. OOam,
lunch at l. OOpm and hack at my desk by 2:()()pm, the same as if I were in the
office,
Darran - Project Mgr. & Teleworker, Telecoms Sector.

Another contributor to this current research, agrees that the day for them working from
home is very similar to being in the office:

/ would have a lot of conference calls and / would use email and IM during daily
job the same way as you would on-site,
Patrick - Global Project Mgr. & Teleworker, Technology Sector.
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This respondent also feels that working from home takes on a very similar form to office
based work, explaining how they schedule meetings for when they are in the office as
much as possible;

/ was set-up with secure remote access to the servers that I needed and pretty
much carried on with day to day duties. I scheduled no meetings for that day, hut
if needed I would teleconference in,
Roisin - Technical Writer and Past Teleworker, Software Sector.

Working on their own and on the phone is the norm, whether in the office or working
from home, for this respondent, with a day typically spent:

Pricing construction work, planning permission drawings and somewhere
between five and twenty phone calls to clients and other people in the company,
other construction companies checking if they can do work for us or not,
Darragh - Architect & Teleworker, Construction Sector.

A consistent theme in all interviews is the importance of having a separate work area for
teleworking. 70% of the teleworkers in this current study have a dedicated home office.
Those that did not have a home office, admit that it is a struggle without one:

/ need a room that no-one has any reason to come into. It is just that my house at
the moment is so small, it is the only area 1 have,
Darragh - Architect & Teleworker, Construction Sector.

Another respondent explains how working from the kitchen tables blurs the boundaries
between work and family life for them:

/ think you have to physically have a study or have a rootn totally assigned to it
and geared as ifyou were in a cube or an office in a company. . . 1 would prefer
not to do the hit of work at the kitchen table, as Ifeel that then mixes the fact that
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it’s work, and pushes the boundaries. When I come in to the kitchen it’s like this is
my office, there is the laptop if I need to check or send an email. Whereas if I
decided that was just up in the study 1 could block it off a little more and say
that’s it for the day,
Donal - Managing Director & Teleworker, Retail Sector.

Some contributors find that the disruptions, and the ease with which they can get
distracted, impacts on their productivity:

1 don 7 have an office so I sit at the kitchen table. And apart from being, distracted
I’d also eat all around me. . . If 1 could. I'd gladly build an office or turn one of
the bedrooms into an office and just lock myself away. Sitting in the kitchen. I’d
have the radio on, and find myself making cups of tea. What I'd like to have, is a
cabin at the end of the garden, or something wuth a phone line,
Jim - Service Team Manager & Teleworker, Technology Sector.

70% of the teleworkers interviewed have a separate home office:

I have a separate room done out as on office. I try to keep it very much as close to
office hours as possible,
Darran - Project Mgr. & Teleworker, Telecoms Sector.

I have an office, computer and good broadband at home.
Patrick - Global Project Mgr. & Teleworker, Technology Sector.

Indeed, this respondent indicates that in their company, a separate work area is a pre
requisite for being accepted for teleworking:

They have to have an office away from the main room of the house,
Mary - Snr. Support Mgr. & Teleworker Mgr., Technology Sector.
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Another teleworker interviewed, indicated that a company representative called to their
home, to verify that all pre-requisites for telework were in place, including a check that:

/ had a spare bedroom for an office and they checked that 1 had broadband
access,
Michael - ex. Project Manager & Teleworker, Telecoms Sector.

Those teleworkers that have an office setup, recognise the importance of it for
maintaining boundaries. Yet another interviewee agrees that:

We don 7 use upstairs at all so I keep everything up there and have a dedicated
office. So, it is literally upstairs for work, and downstairs for home. That puts a
limit on it as well. . . It's when you are at work, you 're away from the house and
have a boundary. Even the kids know not to go upstairs as 'Dad is working ’.
Barry - Head of Planning & Teleworker, Energy Sector.

This respondent adds that his kids call him ‘Daddy’ downstairs and by his first name
when he’s upstairs, so distinct was the delineation for him, between being ‘at work’
upstairs, and ‘at home’ downstairs.

This contributor also recognises the vital role of an office away from the hub of family
activity:

I think it’s very important to have a dedicated area without distractions so that
people stay focused on what you have to do,
Collette - ex. Vice President & Teleworker, Financial Services.

Although this ex-teleworker used a spare bedroom when teleworking, due tb changing
family circumstances this is no longer feasible, and indicates that:
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My ideal preference would he to have somewhere in the house designated as a
work area. Ideally one of these cabins outside of the house so I can say when I’m
in there I ’m working and only knock if there’s an emergency. I think that’s
important,
Michael - ex. Project Manager & Teleworker, Telecoms Sector.

4:3.4 The Teleworker Personality

When questioned on the type of person that is most suited to teleworking, the feedback
from the majority of respondents is very similar, with the main traits highlighted being
self-reliance,

responsibleness,

trustworthiness,

organisation

and

dedication.

One

respondent lists the following requirements:

/ think the individual has to he fairly dedicated, less likely to get distracted. They
really need to he .self-reliant and re.sponsihle. They also need to he self-motivated
and a self-starter, and all the other things you put down in a C. V.! You really
have to have a very high level oftru.st that this person can work out of their home,
and there 's going to he no impact on what they ’re doing. You have to know that
you can trust this person to he as productive at home as they would he in the
office,
Collette - ex. Vice President & Teleworker, Financial Services.

The following interviewee agrees that teleworkers need to be self-reliant and not easily
distracted:

You would have to he able to work on your own, he able to get on with things.
Dedication mightn’t he the right word, hut you’d have to he able to turn
everything else ojf
Barry - Head of Planning & Teleworker, Energy Sector.

16

Discipline and the self-sufficiency are also deemed as critical by this ex-teleworker;

Discipline and ability to take their own initiative and he a self-starter. Ifyou are
in the office, you can sync up with someone very often and say ‘okay what are we
doiny, here?, how do we approach this? ’ You need somebody teleworking to he
able to work with minimal direction. If you need something done, you need to he
confident that they can he let off and will do it, and take their own lead, do their
own time management,
Michael - ex. Project Manager & Teleworker, Telecoms Sector.

Similarly, self-discipline is seen as critical by this respondent, along with communication
skills:

Ifyou don 7 have the discipline to he at your desk or meeting and he able to focus
on the Job at hand, and ignore all that may he going on around you in whatever
environment that is, then it is probably not for you. You also need to have very
good communication skills as you will he doing most ofyour work via the phone,
Darran - Project Mgr. & Teleworker, Telecoms Sector.

Another teleworker agrees that self-motivation and good communication skills are vital:

fYou need to he a] self-starter and good communicator, because your
communication capability is degraded. You don 7 have your body language, you
don 7 have as much voice projection. You need to he organised and I guess
outgoing,
Jim - Service Team Manager & Teleworker, Technology Sector.

Communication is deemed essential by this respondent, who speaks of the futility of sign
language while teleworking:
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Communication is very important. . . You need an ability to get information out
ofpeople and keep in contact with them,
Darragh - Architect & Teleworker, Construction Sector.

A further respondent mentions very similar characteristics, emphasising the importance
of good planning and organisation:

Personally, 1 think they need to he very goal-orientated and focused on what they
need to he doing. Being a good planner and very good at time management is
important, because ifyou start flipping and flopping in hetw^een work and family
or house stuff when you 're working at home, that doesn 7 work. You have to he
able to put your time into blocks and say this block is here, there's another block
for lunch and there 's another block for evening work and that's it,
Donal - Managing Director & Teleworker, Retail Sector.

This interviewee agrees that the need to be able to focus is vital:

For an employee, the most important personality traits would he to enjoy their
job: he motivated; have the ability to concentrate and not he easily side tracked;
and appreciate how lucky they are to not have to commute every day,
Nick - Customer Support Eng. & Teleworker, Technology Sector.

A further attribute of technical skill and aptitude is added by this interviewee:

You would probably need to have a very broad range of aptitudes and skills. You
need to have a certain technical prowess and commercial awareness. You need to
have an interest in learning so it’s very broad. People who would have said
‘that's not really my job description ’ were destined to fail because everything
would have been,
Danny - ex. Account Manager & Teleworker, Technology Sector.

The following respondent concurs:

To he a teleworker, one needs to know their job very well, he proficient in it and
able to get on with the job without any, or much, hand-holding or one to one
meetings,
Roisin - Technical Writer and Past Teleworker, Software Sector.

T his respondent sees the critical characteristics being:

Conscientiousness and agreeable to variable work and work hours,
Patrick - Global Project Mgr. & Teleworker, Technology Sector.

A teleworker manager interviewed, also feels that the important characteristics of a
teleworker are:

Organised, dependable, technically self sufficient, strong communicator, honest,
Pat - ex. Snr. Resource Mgr. & Teleworker Mgr., Telecoms Sector.

All interviewees acknowledge that teleworking is not for everyone:

Sometimes it does suit a very particular type of person that can he very focused
on what they are doing, cannot get sidetracked easily, and is very comfortable
working on their own. Basically, meeting the goals that they have to achieve
themselves, rather than having a manager micro-manage everything they do. So,
it’s not for everybody. I can imagine it’s probably for more experience employees
that are very used to working with people in the office, that have strong working
relationships with certain people, so that when they are speaking with you over
the phone there's no ambiguity, everybody knows what they are talking about,
Donal - Managing Director & Teleworker, Retail Sector.

Similarly this contributor posits that:
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Less people are suited to working from home than they may think themselves. You
have to he very regimented in your approaeh to working from home,
Danny - ex. Account Manager & Teleworker, Technology Sector.

4:3.5 Teleworker Managers — Personality Traits

In relation to the attributes that the interviewees feel are important in the manager of a
teleworker, trust is the strong theme:

They need to have trust in the individual,
Jim - Service Team Manager & Teleworker, Technology Sector.

Another contributor concurs:
Allowing autonomy

/

think. Trust

—

they need to have a certainly level of trust

obviously in their people and have confidence in them,
Collette - ex. Vice President & Teleworker, Financial Services.

Reflecting almost exactly the same perspective is this respondent:

/

think it's important for a manager to trust his team, treat them with respect and

not to he a micro-manager,
Nick - Customer Support Eng. & Teleworker, Technology Sector.

When asked what the most important trait for a teleworker manager is, the following
teleworker agrees that the most important aspect is:
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Trust, that when they say they are working from home, they are working from
home,
Barry - Head of Planning & Teleworker, Energy Sector.

Another respondent agrees that trust or confidence in the teleworker is important, and
adds the need to be supportive:

As a manager, that person would need to ensure that whatever the teleworker
needs is available, that their role and tasks are elearly identified, and that weekly
or monthly goals are being met. They would also need to be able to, and have
eonfidenee in managing people who are not working directly alongside them,
Roisin - Technical Writer and Past Teleworker, Software Sector.

A further teleworker interviewed echoes almost exactly this perspective:

It’s about being able to set very clear goals so that those very clear goals can be
checked on to see that things are actually being done. A certain amount of it is
macro-management, in that you have to trust that the person is going to get the
work done that has been assigned to them,
Donal - Managing Director & Teleworker, Retail Sector.

Feedback received from one teleworker, also identities the importance of good
communication. The skills that this respondent sees as most critical in a manager of a
teleworker are:

Good communication skills. They need to have trust in the individual. They need
to he flexible and they need to give whoever reports to then some slack so that
they can go and do their jobs and innovate,
Jim - Service Team Manager & Teleworker, Technology Sector.
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Strong communication skills are also seen as a vital attribute for good teleworker
managers:

Good communications skills. Keeping in touch with the employees hut not
.strangling them. It adds a little work to the manager’s role hut no more than they
.should he doing any^vay. I don’t think it is mueh of an additional work load as it
is generally just a different method of communication, over the phone, rather than
taking the time to walk to the employee’s desk and have a quick chat,
Darran - Project Mgr. & Teleworker, Telecoms Sector.

Another respondent believes that the critical traits of a teleworker manager are:

An ability to get information out ofpeople and keep in contact with them,
Darragh - Architect & Teleworker, Construction Sector.

The importance of being able to identify suitable people for telework, as well as being
available as a manager for their teleworkers is emphasised:

[It require.s] an ability to .select .suitable people for telework. I don’t think it’s
possible to manage a teleworking situation to he better if it ’.s just not .suitable for
it. There will he people and jobs for which teleworking will always not work out.
And I don’t think you can manage better to make it good enough. You can never
make it as good as it needs to he. The second thing is availability. If you have
people that you ’re dealing with and they ’re teleworking, you can’t he someone
who responds to email 6 hours later. You have to he on IM [Instant Messenger].
It has to he live. Even here with my boss, he might he in a meeting but I can walk
past the office five times and I know he’s there. Gt^and — I can grab him. Ifyou
are teleworking you don’t have that. And if you find you are going to he sitting
there for six hours waiting for direction, it’s not going to work out. So, a manager
has to he .someone who ’.s re.spon.sive and available,
Michael - ex. Project Manager & Teleworker, Telecoms Sector.
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The perspective of this teleworker manager very much echoes that of the teleworkers,
agreeing that structured reporting is important and adding the importance of delegation:

/ think that they would need to he comfortable with delegation. They would need
to be structured in terms of getting status updates. If they are the type of person
who relied on informally humping into people in the canteen and say ‘how’s that
thing going

then there is a risk that this person would he forgotten or issues

won’t he caught. So, they have to he organised with regard to weekly progress
reports or status reports or whatever, and that there were vehicles there to allow
for rapid escalation of issues,
Pat - ex. Snr. Resource Mgr. & l eleworker Mgr., Telecoms Sector.

The following teleworker feels the most vital skills are:

Leadership skills that include affiliative and democratic skills,
Patrick - Global Project Mgr. & Teleworker, Technology Sector.
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4:4 Organisational Influences
In order to understand the full nature of teleworking in Ireland, an appreciation for the
dynamics and culture of the organisations in which it operates is important. In the
following section, the feedback from those interviewed, in relation to the company’s in
which they worked, is summarised.

4:4.1 The Decision Makers
Vital to understanding how teleworking arrangements are established in Ireland, is an
appreciation of who the decision makers are when it comes to the implementation of
telework. For those in larger organisations, the decision to support teleworking as a
policy is made at a corporate level, with individual managers tasked with making caseby-case decisions, based on a set of factors such as role suitability, individual
performance and suitability, and technical feasibility. According to the following
teleworker, who worked in a large multinational financial services organisation
supporting teleworking:

It really came down to the manager of any individual, typically at the director
level. You had to have certain setup in your home in terms of dedicated work area
and that, and the role itself had to lend itself toward teleworking and thirdly it
was at the discretion of the manager at the end of the day,
Collette - ex. Vice President & Teleworker, Financial Services.

The situation is very similar in the case of the following current teleworker in another
large U.S based multinational:

124

About three years ago a policy was brought in the U.S. called WorkWise, whereby
depending on your position and what it is you 're doing, people were able to work
two days a week for home. That was company-wide,
Jim - Service Team Manager & Teleworker, Technology Sector.

Again, an organisational policy allows for telework in this large multinational technology
company:

The organisational policy includes full remote and partial remote working. This is
driven by current work roles, which involves worldwide siipport provided to all
time zones, that means part of day working involves early morning Asia region
support and late evening America support,
Patrick - Global Project Mgr. & feleworker. Technology Sector.

Likewise in the following organisation, there are a set of rules with regard to teleworking
that have to be observed:

You have to live within thirty’ minutes of the building, so that ifyour broadband is
down at home you have within thirty minutes to get to the building.

There are

very strict rules on health and safety, hut we don 7 really instil them unless we are
officially going to HR and saying this person will he working from home full time.
. . a huge amount of our teleworking would he informal,
Mary - Snr. Support Mgr. & Teleworker Mgr., Technology Sector.

Telework is very much an accepted practice in the following contributor’s medium sized
teleworking company in the telecommunications sector, with the final decision made by
the potential teleworkers manager:
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All managers within the company are very much open to the idea that if it is
possible if only for one day per week that it should he looked at as a viable option,
Darran - Project Mgr. & Teleworker, Telecoms Sector.

When asked who made the decision on teleworking for this respondent, they indicated
that:
/ think it's done at the support director level,
Nick - Customer Support Eng. & Teleworker, Technology Sector.

The following ex-teleworker was in a slightly more unusual situation. When the local
ofUce of the company for whom they worked was being shut down, the respondent was
offered the option to telework or lose their job. Ultimately though, the decision to allow
him telework was made on the basis of:

A discussion with my boss and HR manager to discuss my future in the company
and was I agreeable to teleworking and I was,
Michael - ex. Project Manager & Teleworker, Telecoms Sector.

In the following teleworkers case, he commenced teleworking on the suggestion of his
U.S. based manager, so the determination of who can telework, depends on the reporting
structure:

I didn 7 actually go looking for telework. My manager in the U.S. said if I wanted
to, I could work from home two days a week. Now up to that point / could ask.
For example on Thursday, I could ask can 1 work from home Friday. So, it was as
needed. But then the formal policy was introduced, which I don’t think applies to
Cork in general, it only applies to our team or anyone that reports into the States
can work two days a week from home depending on your role,
Jim - Service Team Manager & Teleworker, Technology Sector.
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Similarly, in another case, a respondent commenced teleworking on the suggestion of
their manager, who feels that they don’t need to be in the office all of the time to be able
to work effectively:

My boss decided I was only spending time travelling etc. and wasting diesel — /
could do as much from home,
Darragh - Architect & Teleworker, Construction Sector.

A requirement to work from home was part of the contract for this ex-teleworker. The
respondent describes the motivation for this request:

Around 1996 or 1997 a lot of the multinationals made the decision that was made
popular by / believe it was HP or Compaq at the time. They said your support
must be local, it must be in the same time zone. You must have someone who is
able to come in. . . The beauty of it from the company’s perspective is that they
said let’s make them work from home,
Danny - ex. Account Manager & Teleworker, Technology Sector.

One of the teleworker managers interviewed explains how teleworking was introduced in
the U.S based multinational for which he worked at the time:

It was introdueed by HR so that HR could talk about its progressive HR policies.
So, the company could claim it valued flexibility for its staff and supported
work/life balance,
Pat - ex. Snr. Resource Mgr. & Teleworker Mgr., Telecoms Sector.

He explained that the local decision on who could telework was made by a committee
consisting of both HR and non-HR members who could not allow more than a quota of
5% of the local workforce to telework.
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In the case of some of the teleworkers interviewed, who work in smaller companies,
teleworking tends to be based on individual circumstances or what suited the company:

I was the exception. It was a very young organisation. / was the first woman to
have a baby, and it was this alone that prompted me to work from home 1 day a
week. As far as I know, no one else did this,
Roisin - Technical Writer and Past Teleworker, Software Sector.

Interestingly, one of the ex-teleworkers describes how the local policy dictates that
teleworking is forbidden in their current company, a large technology multinational:

It’s company policy that there Isn’t [working from home]. It is positively
forbidden. In fact it was a big bone of contention because dimng the snow and the
ice they insisted that you come in. So, there was no work from home,
Danny - ex. Account Manager & feleworker, fechnology Sector.

4:4.2 Organisational Culture

Organisational culture has a strong influence on teleworking for many of those
interviewed. A critical aspect for most, is that the culture focuses on working hard and
delivering results, and not ‘face-time’ in the office.

That was just the culture of the company also I suppose in that your face time in
the office didn ’t really have an impact as long as you were delivering that is what
it was all about.

.

. goals were set, tasks were measured, productivity was

measured, and you could see at the end of the day what you had accomplished at
any given time. There was great transparency and clarity around productivity,
Collette - ex. Vice President & Teleworker, Financial Services.
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The following ex-teleworker continues to explain that:

You had to work really hard, and there was very’ high standard there for sure.
Unless you did, with certain downturns, there were dramatic redundancies, so
you just wouldn’t he around, hut that was how it was. But heyond the waves of
ups and downs in the markets when you would have huge staff layoffs, the
company did have a very good employee policy in place for teleworking and for
work life balance in general,
Collette - ex. Vice President & Teleworker, Financial Services.

1 he following respondent reflected a similar opinion on the results-based culture in their
organisation:

The culture is that you are measured hy your results not hy how long it took you
to do it. .

. In this multinational, they don 7 look at whether you are here a

certain time or there a certain time. At the end of the year you have a
performance assessment and you have to basically account for everything you do.
Whether you were in the office at 4am in the morning Sunday morning or sitting
on your patio at 2 in the afternoon they don’t care. As long as you take
responsibility for what you are doing and you are accountable for what you are
tasked with,
Jim - Service Team Manager & Teleworker, Technology Sector.

Another stated that:

It was a non-unionised U.S multinational, flexible work hours, very much a
Theory Y type organisation. If they were more of a unionised, clock in at 9 clock
out at 5 they would have been less likely to introduce it [teleworking]. The fact
that their approach was as long as the work gets done we don 7 mind if it takes
you 8 hours or 18 hours,
Pat - ex. Snr. Resource Mgr. & Teleworker Mgr., Telecoms Sector.
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The following respondent echoes previous comments, noting that:

The work culture wasn't overhearing. They leave you get on with what you want
to do. They are more or less results driven. . . They and I know what needs to he
done, so just get it done. Once the work is done no-one cares,
Darragh - Architect & Teleworker, Construction Sector.

The views from this teleworker are similar to the previous:

It doesn 7 matter if you work one hour or twelve hours a day once the work gets
done. So, your performance is measured hy your output rather than your face
time in the office,
Darran - Project Mgr. & Teleworker, Telecoms Sector,

fhe following teleworker adds that:

We are starting to get a little more organised as the organi.sation expands. The
individual flexihility still remains and is one of the reasons I am happy at this
company. Generally it doesn 7 matter if the work is completed during core local
hours or out.side of normal office hours .so long as the work gets done. I u.sually
try to get the hulk of my work done Monday through Thursday .so I can just get my
reports completed in a timely fa.shion and get a good .start to the weekend.
Looking hack to my previous employer, they were very .strict about teleworking
because they were much more rigid, it was a big corporate giant that didn’t
possibly suit the requirements of .successful teleworking. Being on site was the
rule rather than the exception,
Darran - Project Mgr. & Teleworker, Telecoms Sector.

In this small new results-driven start-up company, flexibility and teleworking were built
into the culture from the start:
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It is a relatively young company, and teleworking suits. . . Nearly everybody
would work from home one day a week. It doesn’t matter whether I am here,
Cork, Dublin, or London. As long as the job gets done it doesn 7 matter. I don 7
have to he in the office every day to he meeting people and everyone else is the
same. We don 7 have formal lines of reporting. As long as the stuff is getting done,
that is all that matters. It’s a bit of a roll up your sleeves and just do it. It is not
just strict 9-5, it is just get the job done, so if you are travelling four days in a
week there’s no problem taking Friday off. It is just 'give and take so that works
for everybody,
Barry - Head of Planning & Teleworker, Energy Sector.

Flexibility is the main feature of this teleworking organisation;

f The organisation was] very progre.ssive. I was working for a manager who was
very much into virtual organisations, not desperately rigid structures. If someone
wanted to have a new approach to doing things, he would go with it,
Michael - ex. Project Manager & Teleworker, Telecoms Sector.

In fact, teleworking is very much of the culture at this company:

Because there ’s loads of us doing it, more than half the company are working
from home one or two days a week so within the company everybody is used to it
and you don't just assume everybody is going to he in the office — we arrange to
meet,
Barry - Head of Planning & Teleworker, Energy Sector.

The following respondent also describes teleworking as being part of the culture of their
organisation:
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Generally, the company is set up for working from home,
Mary - Snr. Support Mgr. & Teleworker Mgr., Technology Sector.

Similarly, the following respondent shared a similar perspective:

It is the culture in the organisation now, and is the direction most global
organisations are now taking,
Patrick - Global Project Mgr. & Teleworker, Technology Sector.

Indeed, many of these teleworking companies have formal performance management
systems in place:

There were very frequent reviews conducted of what you did in terms of
performance review’s, peer reviews, mgmt review, there were reviews in every’
direction, 360 degree reviews so we were being reviewed all the time. The
impacts of them had hearings on your advancement, your salary and incentive
bonus as well and a lot of time that incentive bonus was based on your
productivity and your interaction with your team mates etc. So, it was about how
you got your work done and what work you got done basically which was very
good in terms of a complete picture of the individual. . . Goals were set, tasks
were measured, productivity was measured, and you could see at the end of the
day what you had accomplished at any given time. There was great transparency
and clarity around productivity,
Collette - ex. Vice President & Teleworker, Financial Services.

Similarly, this respondent reports that:

There were quarterly review meetings. Everything was recorded as to what was
required of the employee. At points you would say you met your goals, you
exceeded your goals or you needed to work on actually meeting your goals so that
was very transparent, it was all online signed off by you and your manager so the
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teleworking side of that should just he included in there. Your expected to get
your work done and because our teleworking it may give you the opportunity to
get it done in a shorter timescale because you don 7 have the travelling and you
don’t have possibly the disturbances of people coming into your cube or your
office every 5 minutes,
Donai - Managing Director & Teleworker, Retail Sector.

The following respondent describes some of the metrics gathered by the organisation and
which feed into a formal performance appraisal system:

We measure their productivity as the number of customer of calls that they take,
the number that they close and the time they log against them. The number of
what we call ‘escalations’ which is the customers that 'blow up’ because they
didn’t do their job right. We would measure that - and ‘C .sat’- customer
.satisfaction. So, for us, we have metrics on every single thing that happens in the
business in a day,
Mary - Snr. Support Mgr. & Teleworker Mgr., Technology Sector.

The following ex-teleworker emphasises the importance of the role being measurable for
teleworking:

/ think it has to he a job where there are mea.surable deliverables as well. No
matter how much you trust .someone and no matter they get on with what they are
doing, it’s not as easy to explain to someone exactly what their tasks are unless
you can do an actual handshake on it. Obviously things like call centres or cold
call marketing, is .something that’s eminently mea.sureable. It may not he quite as
measureahle in a software development group if someone is doing .some work and
you could argue that {f he was in the office he could have done it in four days
instead of the two weeks he took. So, it’s difjicidt to measure. Someone who’s
testing .software they have the number of test cases so at least you can .see that
they do as many on the days they were at home as the days they were in the office.
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So, you have to have a job that’s some way measureahle and returns outputs in a
short timeframe,
Michael - ex. Project Manager & Teleworker, Teleeoms Sector.

For many of those interviewed, whether working for large multinationals or for small
start-ups, teehnology facilitates an environment where a large proportion of business is
condueted on-line, ereating virtual geographically spread organisations.

A lot of us spent a lot of time in our offices where the communication was
predominantly through conference calls and through our network of technology in
emailing and that type of thing. So, a lot of our discussions would have been with
other colleagues located, and as I mentioned the company was very large, we
would interact with people in different time zones, etc so whether you were calling
in on a conference call from Long Island or your office in Manhattan, it really
wasn 7 relevant,
Collette - ex. Vice President & Teleworker, Financial Services.

In a similar vein, this respondent described the virtual eulture that exists in their
organisation:

A lot of managers have whole groups in different countries so you might meet
them once a quarter, once every 6 months, once a year. They may come your
direction, you may go their direction. That's teleworking looking at it from a
different perspective as it doesn 7 matter they may he working from the office they
may he working from home you don 7 know where their physical location is,
Donal - Managing Direetor & Teleworker, Retail Sector

Another respondent, describes how teleworking helps work across time zones:

You have the flexibility to he available at times when you might normally not he
available. You know ifyou were working Monday to Friday 9 to 5. 1 work across
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different time-zones. There is a team that I manage in Bangalore and my
reporting structure is hack in HQ in the U.S so one are five hours behind us and
the others are 4.5 hours ahead of us and I’m monkey in the middle and trying to
juggle between the two. One time there I was doing conference calls regularly
with Sydney in Australia and only for me being able to work from home I couldn 7
have done it. So, for me to have done it Id have had to get showered, ready and
into work for 6 o clock in the morning it just wouldn’t work but fall out of the
pyjamas and log into work was grand. Hair is all over the place and I’m not
shaven hut it doesn 7 matter,
Jim - Service Team Manager & Teleworker, Technology Sector.

For this respondent, their team is also geographically spread:

The people who / would he working with were hugely geographically spread —
some in London, Spain, Belgium. My boss was in Cork and the direct project team
on the ground for each of the projects. It was very much a job that was on the
phone all the time,
Michael - ex. F^roject Manager & Teleworker, Telecoms Sector.

The following respondent agrees:

We have offices all over the world now; it’s not that big a deal, there are always
people travelling. People know to always try the person’s mobile first as it is the
quickest way of contacting most people within the organisation. Most of my
dealings are with people in the U.K., the U.S. and the Far East, so it doesn’t
really matter where I am,
Darran - Project Mgr. & Teleworker, Telecoms Sector.
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The following respondent describes how the virtual structure impacts teleworking:

With such a distributed labour pool and the frequency with which employees work
from home (overtime, on call) it's very much part of the fabric of the organisation,
Nick - Customer Support Eng. & Teleworker, Technology Sector.

I'his perspective is echoed almost exactly by another respondent:

The organisational policy includes full remote and partial remote working. This is
driven by current work roles, which involve worldwide support provided to all
time zones, that means part of day working involves early morning Asia region
support and late evening America support.

We have moved from direct

manufacturing where we are always needed on-site to a more consultant and
project management role on worldw’ide projects which can accommodate remote
working,
Patrick - Global Project Mgr. & Teleworker, Technology Sector.

In this respondent’s case, the chaos that ensued in the days and weeks following 9/11 led
to a change in organisation culture:

We were dislocated from our office in downtown New York and a lot of us ended
up working in offices in other locations around NY so it took away that traditional
structure of everyone going into the offices and the team environment and people
working together that way,
Collette - ex. Vice President & Teleworker, Financial Services.

This for some means an ‘always on’ culture:

We had people in New York, London, Japan, Australia and Singapore, there was
somebody up all the time and I had a Blackberry back then as well so you were
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constantly receiving emails. And I gness it was the nature of the beast you felt
compelled to respond to them. So, the type of role that it was, you really were
never completely off ',
Collette - ex. Vice President & Teleworker, Financial Services.

Indeed, this respondent adds:

Sometimes people get this perception that ah I won 7 bother them because they ’re
home — but that wasn’t the situation with our people. It was just like they’d call
you up anyway. Americans you know — call you up at 4 o’clock in the morning!
But yes there were really no is.sues there,
Collette - ex. Vice President & Teleworker, Financial Services.

Similarly, as we heard earlier from another respondent:

It was introduced by HR .so that HR could talk about its progre.s.sive HR policies.
So, the company could claim it valued flexibility for its staff and .supported
work/life balance,
Pat - ex. Snr. Resource Mgr. & Teleworker Mgr., Telecoms Sector.

The following respondent reports a similar flexible culture:

When I was working with the Americans there would have been one or two days
every week when I wouldn 7 have been in until 10:30 or 11 but 1 wasn 7 gone out
of the place until 9 o’clock at night. The culture the whole way up and down the
.structural ladder was that way. If it made sense to do .something, why not do it,
Donal - Managing Director & Teleworker, Retail Sector.

Interestingly, one respondent reports a very different culture to this experienced by many
of those interviewed as part of this current study. For this respondent, teleworking was a
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very uneasy fit with the culture of the corporation and was very much the exception
within the company, driven by the need to get local representation into a new market:

The culture in the company would have been super conservative. It is very
conservative. It is very much ruled by the Japane.se. And the Japanese would have
insisted that the vice president or the deputy manager or the as.sistant general
manager in each geo would have been a Japane.se person. . . I think I was a
Westerni.sed employee in a very con.servative Eastern type culture. And where I
was backing more on the customer I .should have been more focu.sed on the boss.
And if I could do it all back again I’d approach it slightly differently. I think the
people that .succeeded more in Toshiba were less about keeping the customer
happy and more about keeping the boss happy. I don ’/ think the company ever
really enjoyed the idea of someone remote. Their management style required the
manager to come in the morning and see his twenty four employees lined up in
front of him,
Danny - ex. Account Manager & Teleworker, Technology Sector.

The following respondent worked in a small indigenous company, and would have been
very much the exception when it came to teleworking:

I was the exception. It was a very young organisation. I was the first woman to
have a baby, and it was this alone that prompted me to work from home I day a
week. As far as I know, no one else did this,
Roisin - Technical Writer and Past Teleworker, Software Sector.

For this same respondent, the culture had a very strong impact on teleworking. They
reported that:

The culture within the organisation changed so much following several rounds of
redundancies, changes at the board and at management levels.

.

.After baby

number two arrived, I had a new boss and he was not open to working that way.
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he wanted everyone in the office. The tw’o managers had definite contrasting
styles of management — the first one allowed for decision making and autonomy
in completing routine work activities. The other was way more autocratic. It
should be noted that the operating environment changed during my time in the
organisation,
Roisin - Technical Writer and Past Teleworker, Software Sector.

4:4.3 Role Suitability

The roles that were deemed suitable for teleworking in the case of those interviewed and
their companies very much aligned with the literature. They excluded high customer
contact roles:

In areas where it was extremely high contact or where there would have been a
lot of customer/external client interaction it (teleworking) just wouldn 7 have
made .sense,
Collette - ex. Vice President & Teleworker, Financial Services.

Along similar lines, this respondent observed that:

If it’s a job that needs negotiation or if it’s politically sensitive where it helps to
get four people around a table, it should he physically the .same place. Or ifyou
have a job that requires a lot of technical di.scu.ssions, its diffcult unless you’ve
got a very good whiteboard type sofhvare that allows you to do proper
brainstorming and share information,
Michael - ex. Project Manager & Teleworker, Telecoms Sector.

Similarly, the following respondent observed that front line support roles and
manufacturing were unsuitable but the majority of other roles in their technology industry
were a good fit for teleworking:
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Depending on your role, ij you are manufacturing or front line support, you
physically have to he there because it's like a call centre you have to taking cases
and so on. In finance, as well, they are dealing with documentation so they are
pretty much there all the time. But depending on your role, you can pretty much
work from home. The vast majority ofpeople don’t telework full time, hut I’d say
at least a third of the people have the capacity to work from home occasionally,
Jim - Service Team Manager & Teleworker, Technology Sector.

Laboratory based roles were rules out by this respondent:

Ifyou need to he in a lah and need to he able to handle hardware, teleworking is
not going to work for you. . . I worked in the lah for years and there ’s no way I
could have done my job from home,
Donal - Managing Director & Teleworker, Retail Sector.

In a similar vein, this respondent noted:

It depends on the role, if you are say a tester then you need to he in the lah.
Developers have a better chance of telework hut would need to spend some time
on a weekly basis in the office. Finance people have to he in the office all the
time. It really is role dependant on the quantity of time which can he used for
teleworking,
Darran - Project Mgr. & Teleworker, Telecoms Sector.

Another respondent, however, explained that with progress in technology and remote
equipment access, laboratory positions were suitable for teleworking for them:

Some of the project roles are even more suitable for teleworking because when we
were software testing you didn 7 need to get into the lah. That’s where we find
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that if one of the guys is doing a reproduction, he can do it from home with no
distraction,
Mary - Snr. Support Mgr. & Teleworker Mgr., Technology Sector.

Indeed, this respondent added:

Some of the softw’are development departments are seen as ideal for it as they
mainly work on their own anyw’ay. Also, some of the financial areas where they
have a 'set ’ lot to do in a day and is not as interactive as our one, these will he
considered,
Mary - Snr. Support Mgr. & Teleworker Mgr., Technology Sector.

The following respondent indicated that many roles in their financial services company
were suitable for teleworking:

Many roles in the company could work under telework situation because what I
found was that a lot of us spent a lot of time in our offices where the
communication was predominantly through conference calls and through our
network of technology in emailing and that type of thing,
Collette - ex. Vice President & Teleworker, Financial Services.

According to this interviewee, technical writing was a role immensely suitable for
teleworking:

It suited my role at the time

—

I was a Technical Writer. It was just as easy to

pick up the phone to check software functionality with the PM or developers,
Roisin - Technical Writer and Past Teleworker, Software Sector.

Indeed, another respondent mentioned a colleague in a different company, in the same
role, who was teleworked full-time successfully for many years:
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Obviously ifyou are a manufacturing engineer or technician you have to he there
hut if your role does not require you to he physically on site you can work
remotely. One of my colleagues is a technical writer. She basically updates
documents, edits documents and sends them hack,
Jim - Service Team Manager & Teleworker, Technology Sector.

The following respondent added a further role to the list of those suitable for telework:

We would have a lot of people that would work from home 1 or 2 days a week,
like for instance, the multi-lingual people — when they would go home to Spain
or wherever, they would work from home for a week,
Mary - Snr. Support Mgr. & Teleworker Mgr., Technology Sector.

A teleworker manager interviewed, suggested that project management roles were
unsuitable for teleworking, explaining their reasoning as:

You need to he in a role where you can he an individual contributor. . . Ifelt that
people managers and project managers should he barred from teleworking, ffelt
that they had people or they had projects and you couldn 7 schedule issues, issues
could arise at any stage. And so I blocked any project managers from teleworking
and I also blocked any people managers from teleworking,
Pat - ex. Snr. Resource Mgr. & Teleworker Mgr., Telecoms Sector.

Interestingly, this is the type of role that five of the respondents play within their
companies, finding that telework works very well for them. A key factor, however, may
be that for each of these teleworker, their teams were geographically spread, so regardless
of whether they were in the office at home, they weren’t co-located with the majority of
the teams that they worked with. For example this respondent explained their role:
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/ was working on project management and financial analysis of projects and it
was for projects in a lot of different areas. For example one was in Pakistan and
a few other projects in Europe. The people who 1 would he working with were
hugely geographically spread — some in London, Spain, Belgium. My boss was in
Cork, and the direct project team on the ground for each of the projects. It was
very much a job that was on the phone all the time. . . I had two people who were
doing a type of PMO function looking after the finance did report into me. One
was working from home in London and another girl w’orking in a small office
environment in France that was rented by the company for a small group of
employees. So, we were three people working closely together who were very
much geographically dispensed and all working in a kind of telecommute
situation. It actually worked very well,
Michael - ex. Project Manager & Teleworker, Telecoms Sector.

As one respondent put it;

If it's a job that you do over the phone then it’s a mobile job and it is very
.suitable,
Michael - ex. Project Manager & Teleworker, Telecoms Sector.

Similarly, this teleworking project manager contends:

In my role it is pretty easy to stay in contact with the people you need to, as most
of the work is done over the phone and through teleconferencing. From a project
management perspective, it suits the role perfectly, and the PM group is all over
the place anyway. I think it is very well .supported by all levels within the
organisation,
Darran - Project Mgr. & I’eleworker, Telecoms Sector.

The following respondent did agree though, that:
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If you are a manager with a large group of people / think you need to he there
most of the time. You may he able to work something that you have a day that you
get away to catch up on stuff to stop any interruptions hut you do need to ensure it
doesn 7 result on you being less accessible,
Michael - ex. Project Manager & Teleworker, Telecoms Sector.

Some of those interviewed did agree though, that individual contributor roles were an
excellent match for teleworking:

/ don 7 need to he sitting down beside someone, I work on my own for the most
part,
Barry - Head of Planning & Teleworker, Energy Sector.

The view that teleworkers should have experience working in the company prior to
teleworking was an opinion brought up by a lot of respondents:

You would probably need to establish a track record.

. someone has to

establish themselves as a productive employee inside the office before
teleworking,
Jim - Service Team Manager & Teleworker, Technology Sector.

A similar view was reflected by another respondent:

/ can imagine it’s probably for more experience employees that are very used to
working with people in the office and that have strong working relationships with
certain people, so that when they are speaking with you over the phone there’s no
ambiguity, everybody knows what they are talking about. Ifyou are a fresh face in
from college it definitely isn 7 something that can he done straight away I think,
Donal - Managing Director & Teleworker, Retail Sector.
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The following respondent proceeds to explain:

If you go into a new company, you really have to get immersed in what there
process is how to get things done, M>ho you need to speak to in order to get
something done, who you need to report to and all that. You need to he physically
on location. So, it could take from 6 to 12 months before it’s of benefit for you to
work from home as part of the job,
Donal - Managing Director & Teleworker, Retail Sector.

One of the teleworker managers interviewed, concluds similarly, that prior experience in
the company is vital:

/ think they need to understand the organisational culture, group norms, ground
rules, expected behaviours, when you escalate, when you flag an issue, that kind
of stuff. I think it would he crazy to just hire somebody and let them telework,
Pat - ex. Snr. Resource Mgr. & Teleworker Mgr., Telecoms Sector.

This was built into the telework policy in one company:

There is a policy document in the handbook, in the Employee Handbook. There’s
a policy with regard to it. You can’t ask for it within the first twelve months for
working for the company unless you are hired as a teleworker,
Mary - Snr. Support Mgr. & Teleworker Mgr., Technology Sector.

The respondent in this company explained that those hired as teleworkers, tend to be
prior contractors for the company whom have already a proven track record with the
company.

1 heir track record was a key determining factor in the decision to allow telework for this
ex-teleworkers manager:
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He felt given his experience working with me in the past, that the type of
individual that 1 was, and the type of work that I did, was suitable for teleworking,
Collette - ex. Vice President & Teleworker, Financial Services.

A proven track record is also important to this manager:

If someone comes to me asking if they can telework, 1 would he very much
inclined to do it on a trial basis, and say to them ifyou can prove to me that you
can do one day per week and I can see there is at a minimum the same level of
performance and hopefully better, then we can look at doing it. Even still I would
say that I would really allow it only for a set of people who had demonstrated
their ability to work independently and he progressive. Any poor to medium level
performer I would be very reluctant to loosen the reins,
Michael - ex. Project Manager & Teleworker, Telecoms Sector.

One teleworker manager interviewed, explained that although they felt a lot of the roles
within their technology company were suited to teleworking, they felt teleworking was
not a suitable option for a new team:

We got the option a couple of months ago to put people ‘remote ’ and I opted not
to because we have a lot of new people on the team so if 1 have people working
‘remote ’ they don 7 have the choice of walking over to your desk and asking you
questions. So, collaboration is very difficult if we have people working from
home,
Mary - Snr. Support Mgr. & Teleworker Mgr., Technology Sector.
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4:4.4 Technology Support

A number of the teleworkers in this current study, mentioned the influence technology
played in the success of teleworking for them.

For this full-time teleworker who commences teleworking in the 1990s, technology
provided some significant challenges in the beginning:

I ^ot a laptop from the company it was like a brick. I remember ringing Eircom
and saying I need a high speed phone line and he said ‘a what boy? ’ and they put
me through to someone in Dublin who was vaguely aware of something called
ISDN and eventually a specialist was sent three months down the line down to
Cork. It was dreadful. You know the biggest problem was I wanted something like
a multifunction printer/photocopier, etc and there were very few shops in Ireland
could do it. So, I ended up with Ronnie Moore had to get a machine sent down
from Dublin. They just couldn 7 cope. I remember the support team from Germany
came over to set up the VPN access and they just couldn 7 believe it. We drove
around Cork city by car going from shop to shop and they were trying to explain
things in pigeon English and people just didn’t get it. We just weren’t set up for
that. So, it took years,
Danny - ex. Account Manager & Teleworker, Technology Sector.

This same teleworker recognised significant progress in the years that followed and
believes that:

Our infrastructure has changed, our communication, broadband has made a
difference, it has opened up video conferencing. It has changed people’s
expectations,
Danny - ex. Account Manager & Teleworker, Technology Sector.
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The following respondent describes how technology and equipment facilitates telework
for their employees:

Our phone systems are now set up so that you can take the phone with you and
plug it into your laptop. The phone system is now being run off our network. So,
when you are at home, you just take the headset with you and you plug it into your
laptop at home and it works just as ifyou were in the office! In the morning we
have a CRM (Customer Relationship Management) application, so when we come
in the morning there is a queue of calls there, we divide them out. Those people
are then responsible for calling back those customers. They use WebX to get into
the customer systems and they would phone the customer. So, with the new phone
.system it is going to he .so much easier working from home as up to now they had
to use a mobile phone, whereas now whether they are at work or at home they can
be contacted on the .same phone number!
Mary - Snr. Support Mgr. & Teleworker Mgr., Technology Sector.

The following respondent also describes how tools support teleworker managers:

We have all business metrics, every day I can .see what they are doing,
tool that will record

—

/

have a

if they are taking the customer calls they are doing the

job, hut then they have to log the time against that customer call, if I don’t .see the
time logged I'll say ‘you took the calls hut you never contacted the customer' and
I’ll find out, so we have that method really,
Mary - Snr. Support Mgr. & Teleworker Mgr., Technology Sector.

Another respondent acknowledged how collaborative technologies can assist in telework:

As IT collaborative technology became more the norm such as instant mes.saging,
it integrated teleworkers hack into part of the community again,
Pat - ex. Snr. Resource Mgr. & Teleworker Mgr., Telecoms Sector.
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The following respondent also report using similar technology;

Typically we have a tool like IM called Spark so people tend to IM first and then
they ring,
Darran - Project Mgr. & Teleworker, Telecoms Sector.

In a similar vein, collaborative technologies such as Instant Messenger which allow users
send each other real time messages and visually shows if someone is at their PC/Laptop
or away, played a significant part in the success of telework for this respondent:

We set up so that all three of us had IM (Instant Messenger) so that you could see
when someone was in or out. And M>e did most of our job through IM. What I
found and I was ver\> impressed by, with the IM and 30 broadband, was that
there was .sufficient capacity there to be able to do your work, set up a
NetMeeting so you could share your screens and also on the same Net Meeting
use the voice function. So, I'd put on my earphones or my PC on speaker and you
could he working away, on you exeel sheets, sharing your screens, and talking on
the phone through your computer all on the same 3G connection. And the
performance worked. So, you would spend your whole day pretty much on this 3(3
connection and it was virtually like being in the ofjice. It actually worked very
well,
Michael - ex. Project Manager & Teleworker, Telecoms Sector.

The following interviewee described how technology allows them to be always
connected and available:
/ have the wifi and the iphone so well connected,
Barry - Head of Planning & Teleworker, Energy Sector.

However this respondent did feel that technology still acts as a barrier to effective
telework from some functions, explaining how, in the office:
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It \s just the setup. You’ve got a bigger screen, or you’ve got a faster printer, or
the network is faster. It ’.s' the bigger screen kills me, you are trying to move an
Excel spreadsheet around the place and you are trying to see something else and
you are flicking back and forth and you say I’ll print that and you can’t print it
off
Danny - ex. Account Manager & Teleworker, Technology Sector.

When asked if they would change anything regarding telework, this respondent identified
only technology barriers:

I’d change my broadband speed. I’d like 8 meg. I’d like to be able to forward my
phone from my desk to my house and have a separate phone line. Our mobile
coverage is rubbish. But the only think I would change would he the logistics — a
phone line, the broadband speed, an office,
Jim - Service Team Manager & Teleworker, Technology Sector.

The following respondent also felt that broadband for them was sufficient but ideally
could be faster:

It helps when you have everyihing setup — I had broadband, a separate office,
etc. Broadband is fine as what I’m doing isn’t very intensive. I would prefer it
faster hut it does for what I need,
Darran - Project Mgr. & Teleworker, Telecoms Sector.

The following interviewee explained how the success of telework for some roles is very
dependent on the availability of suitable tools:

If you have a job that requires a lot of technical discussions it’s difficult unless
you’ve got a very good whiteboard type software that allows you to do proper
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hrainstormin^ and share information. For example we used mind-maps which
was very good. So, some jobs are very suited to teleworking, other jobs can be
done IF you have the right tools,
Michael - ex. Project Manager & Teleworker, Telecoms Sector.
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4:5 Impacts of Telework
This section outlines the inputs from the contributors to this current study in relation to
the effects of telework on the lives and careers of those impacted by it. This is viewed
from the perspective of work/life balance, impacts on work and career, productivity as
well as group dynamics.

4:5.1 Impacts of Telework on Work/life Balance
This research has found that for the majority of contributors, telework presents an
excellent solution for an improved work/life balance:

I feel that it helped me manage and improve my work and home life,
Roisin - Technical Writer and I’ast Teleworker, Software Sector.

Another respondent explained how the ability to be in closer to proximity their children
was a significant help to them:

From a personal perspective, it just made my situation that hit easier, in that 1
was closer to my children, rather than being an hour and a half from them during
the day. It meant that I was about 15 minutes from them, so that if something did
crop up, I knew that I could get to them easier. So, that was a fantastic benefit
really,
Collette - ex. Vice President & Teleworker, Financial Services.

Benefits in terms of work/life balance are similarly revealed by this contributor:

It gives me more of a home life, w’hile getting the same amount of work done. It
doesn 7 affect your work life hut helps you home life. . .My laptop is upstairs so
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that’s where work is. When I decide I am finished for day, 1 just go upstairs and
switch off the laptop,
Barry - Head of Planning & Teleworker, Energy Sector.

This respondent found that telework gave them the flexibility to provide family support
and fit in small chores, while still putting in the same or more hours and effort:

1 can look after the small fella, drop him to the creche and still he at my desk at
nine o ’clock. I think flexibility is the big thing. There is flexibility if I need to go to
the hank, or if I have to head to the doctor with the young fella. The flexibility is a
huge benefit. Some days / can get up at six o ’clock in the morning and start work.
There are more positives than negatives in my opinion, hut you need to he able to
say “7 am working” and close the door and not get distracted by anything else
going on in the house. That’s where it can get a hit hard. The positives far
outweighs the negatives,
Darran - Project Mgr. & Teleworker, Telecoms Sector.

This respondent concurs on the benefits of telework in relation to supporting family
needs:

It provides flexibility in terms of family support on days and hours you spend at
home to accommodate family appointments,
Patrick - Global Project Mgr. & Teleworker, Technology Sector.

Location flexibility is the big benefit for another respondent, who is able to avoid
commuting in London by teleworking:

The primary advantage was that I was able to move hack to my home county and I
didn't need to move hack to London where the main office is located. There are
other advantages of course. Tm at home already if I need to he here for a courier
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delivery, handyman, etc. Not having to worry about getting to and from work
removes the stress and waste of commuting,
Nick - Customer Support Eng. & Teleworker, Technology Sector.

Some respondents explain how reducing the commute, affords sufficient time to complete
work tasks, thus eliminating the need to work in the evenings and eating into personal
time:

[Managing work/life boundaries] was very easy for me. In fact it was better.
Previously when I was in the office, 1 had to drop the kids to the creche at 9 and
you had to have them picked up at 5:30, so you had to work it out behveen you.
Whereas, for me it was much easier. / could he working earlier. I could he
working until later than 1 would have been if / had to pick up the kids. That extra
time basically reduced the need for me to work in the evenings. Now / could still
work in the evenings if I had to, if there was a deadline, but I found that for the
sake of no extra time, I was getting an extra 1.5 hours per day, due to not having
to commute. So, that helpedfrom a work/life balance point of view,
Michael - ex. Project Manager & Teleworker, Telecoms Sector.

In fact the same respondent notes additional small but not insignificant domestic
advantages:

In terms of work life balance there were domestic advantages to working from
home. Just little things like putting the dinner into the oven before the others come
home. Another thing that was a huge help was being able to put on a wash for
example. When the wash was finished I could easily put on a dry cycle or hang
out the clothes during the lunch. So, I would have spent maybe 20 minutes a day^
on house work which makes a huge difference. So, in terms of work life balance I
was able to get more done because of cutting out the 45 minute commute each
way, hut I was also able to do those little things that just involved moving
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something on. So, my ideal situation would he that you would he able to avail of
that hut ifyou have kids you need to he able to lock yourself away,
Michael - ex. Project Manager & Teleworker, Telecoms Sector.

This respondent similarly explains how telework allows them play their part in family
support:

1 probably start between 8 and 8.30 most mornings, although I don 7 need to start
until 9, hut it means that I can give a hit of help with the baby and can mind her
for 20 minutes in the mid-morning so I have some flexibility there. Being here and
able to mind the baby even for 20 minutes is something that I wouldn 7 he able to
do otherwise, so it .suits my worhdife balance. As I kno\\> I will have to he up
North in a month 's time for 1-2 months, it is nice to know that now I will he
around to help. For me it [teleworking] is very’ good, the flexibility is one very
good thing. It is not as rigid either as sitting in an office. It is a much more
relaxed environment, a better quality of life and get the .same work done,
Darragh - Architect & Teleworker, Construction Sector.

Telework was of particular benefit to reduce stress:

It just meant that I was less stre.s.sed out,
Collette - ex. Vice President & Teleworker, Financial Services.

Another teleworker interviewed concurs on the benefits of telework in terms of family
support:

The benefit for me would be work/life balance. I don’t have a huge commute .so
it’s not a huge benefit to me that way. But if my wife wasn’t feeling well, I could
stay at home, do the school runs and look after the kids,
Jim - Service Team Manager & Teleworker, Technology Sector.
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The same respondent continues, though, to admit that maintaining the boundaries
between work and life, for him, is sometimes a struggle. They describe their routine:

/ pick up the kids at quarter to two. I then bring the kids home, give them lunch.

I’d he trying to work then. From there on, it’s kind of tough. If it’s a sunny day
and they can go outside, it’s grand, hut if they are inside, it’s different. It’s hard,
especially when the kids are around. If I could, I’d gladly build an office or turn
one of the bedrooms into an office and just lock myself away. Sitting in the
kitchen, I’d have the radio on, and I’d he making cups of tea. What I’d like to
have, is a cabin at the end of the garden, or something with a phone line,
Jim - Service Team Manager & Teleworker, Technology Sector.

Similarly, the following respondent emphasised that self-discipline was vital in order to
avoid the blurring of work/life boundaries:

With the ease of access to e-mail via mobile phone, it sometimes can he difficult to
ignore, and avoid continuously checking the e-mail, hut I do turn off email
.syncing after 8pm. A certain amount of .self-discipline is required. However, from
time to time you ju.st have to take a call out of hours if it is an urgent customer
is.sue,
Darran - Project Mgr. & Teleworker, Telecoms Sector.

In a similar vein, this teleworker highlights the difficulties with being ‘always on’ while
teleworking:

Work/life balance can be difficult with email on all day. Conference calls can
sometimes he held at unsocial hours. Time zones in different countries mean work
days can he early morning, and late evening working, hut with more time free
during mid-day,
Patrick - Global Project Mgr. & Teleworker, Technology Sector.
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Another interviewee admits that splitting work and family life was not easy:

I can 7 say that I do split it — the two sort of blur into each other and sometimes it
does frustrate me, because if I want to sit down and get stuff done and my wife is
around here with the baby, it can really get to me sometimes,
Darragh - Architect & Teleworker, Construction Sector.

Also on the other side of the coin, the same respondent describes how work sometimes
eats into personal time:

It doesn 7 happen that often hut when stuff needs to he done and you are at home,
you feel 1 must get this off tonight so the lads will have it in the morning. No-one
will know I am working late, hut it is hard to stop when you have your teeth into
something. Whereas in a office you are inclined to Just leave like everyone else,
Darragh - Architect & Teleworker, Construction Sector.

Indeed, this interviewee highlights the unsociable timing of conference calls as the only
thing they would change in relation to teleworking. The same respondent explains how
they try to maintain the boundaries but the fact that they were always available means
that this is a constant struggle:

It’s very difficult, hut I switch the computer off weekends and Friday evenings.
Being constantly available on-line means you will always he engaged in calls and
discussion on projects and issues,
Patrick - Global Project Mgr. & Teleworker, Technology Sector.

Another respondent was pre-empting difficulties in relation to managing work/life
boundaries when deciding to give up teleworking:

I find that even at the moment trying to catch up in the evenings at home with my
laptop its difficult as there’s so much coming and going it's hard to focus. One of
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the reasons why I gave up teleworking, was that 1 had it in my mind that / was
coming up to the point where it was going to start getting more difficult as the two
girls were going to start going to school. So, they were not going to he in the
creche all day and would he in the house sooner. I realised that at the time I was
henefitting from having a longer day, hut I was approaching the situation where I
was going to have to have a ‘Do Not Disturb ’ sign on the bedroom door and tell
them to he quiet I was on the phone. It would start getting more difficult,
Michael - ex. Project Manager & Teleworker, Telecoms Sector.

Interestingly, one full-time ex-teleworker who teleworked at the behest of the eompany
rather than by choice, has some quite difference perspeetives on the impact on work/life
balance, describing it as:

A disaster. But you know / think it may have been just me. I found it very difficult
to .separate. It may have helped the balance between work and personal life if I
was in an office more regularly. But then, I was working five days a week, and if
you are working from home 5 days a weeks, it \s very hard to put a definitive end
to Friday night,
Danny - ex. Account Manager & Teleworker, Technology Sector.

The impact on their family was also considerable:

It was kind of difficult for my wife to get the fact that, because I was in this other
room, I wasn 7 in the hou.se. So, we 're a different family now, than we were when
I was working at home. I think the time that I’m at home is better family time now,
Danny - ex. Account Manager & Teleworker, Technology Sector.

The perspective of the following manager is also an interesting alternative view on the
topic and something the respondent felt quite strongly about:
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Whether I’m right or not, I thought a lot of the time people saw teleworking as a
way of reducing the cost of childcare and 1 believe it should have no impact on
childcare. If someone's reason for working from home is so that they keep an eye
on their kids that was a very had reason and that reason should he enough to stop
them from teleworking,
Pat - ex. Snr. Resource Mgr. & I'eleworker Mgr., Telecoms Sector.

Indeed, they went on to give the following example to illustrate some of the subtle
difficulties associated with maintaining workVlife balance:

/ knew one man who teleworked, and my wife kncM’ his wife. His wife used say to
mine how it's great he works from home, because she can go to the shop, or go off
to the gym, and he can mind the kids. People don 7 even think that they are taking
advantage of it. He wasn’t there to mind the kids, he was there to work. His wife
was at home to mind the kids. So, when he was sitting there, she just thought he
can mind the kids for a while. It wasn 7 that they were intentionally doing it,
Pat - ex. Snr. Resource Mgr. & Teleworker Mgr., Telecoms Sector.

This perspective was echoed by one of the ex-teleworkers interviewed:

I believe that people in an office space that want to work from home now, are
doing it from personal interest, not because they feel they will do a better job.
They are doing it because they want to he at home to pick up the kids. And if they
want to he at home to pick up the kids, then from 3 to 5 they are not doing what
they would he doing if they were in an office environment,
Danny - ex. Account Manager & Teleworker, Technology Sector.

In fact this teleworker proceeds to indicate that:

The people that really \\>ant to work from home are the people that w’ant to do it
because they want to fit it in to their personal life and you’ve got to feel that the
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job that they are doing now would suffer as a result, and from a managers
perspective,

/

can imagine that it might he the less desirable of two options,
Danny - ex. Account Manager & Teleworker, Technology Sector,

HR in one company has established the need to have childcare in place as a pre-requisite
to allow telework:

HR want clarification that someone is not going to be minding their kids and
trying to work at the same time,
Mary - Snr. Support Mgr. & Teleworker Mgr., Technology Sector.

Another respondent describes how an assessment performed at the behest of the HR
department considered such factors:

This person called out to the house and reported back as to whether my location
was suitable. She asked me about a number of things. My personal life was one
thing

—

do ffeel I would he able to work in a hou.se with someone coming and

going and would it bother me,
Michael - ex. Project Manager & Teleworker, Telecoms Sector.

Some of those interviewed are very strict in terms of maintaining work/life boundaries. One
teleworker shares their approach:

Simple things like, if the doorbell rings, you need to decide ifyou ignore ifyou’re
in work. I think you have to. I think you have to say, it’s as if I was out of the
house and I wasn’t there. If it’s important the person will call hack, leave a note,
or whatever,
Donal - Managing Director & Teleworker, Retail Sector.

For this respondent, the stairs provides a symbolic boundary between work and family
life:
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We don’t use upstairs at all so 1 keep everything up there, files etc. and have a
dedicated office. So, it is literally go upstairs to work and downstairs to home, so
that puts a limit on it as well. It’s not like putting something on the dishwasher
and doing a hit of work, it’s when you are at work you 're away from the house
and have a boundary, even the kids know not to go upstairs as ‘Dad is working ’,
Barry - Head of Planning & Teleworker, Energy Sector.

Another teleworker shares their view that:

It was simple. Ijust acted as if I wasn’t at home. I'd drop the baby to creche, come
home and just work. No one ever called. I never went out for coffee. If I did pop
out to the shops, I treated is as my lunch break or on my way to or from creche
pick up. I do admit, that I often squeezed in the laundry!,
Roisin - Technical Writer and Past Teleworker, Software Sector.

One respondent outlines the ease with which they maintain the boundaries between work
and personal life:

/ have no kids or pets so there aren't any distractions. Work keeps me busy
enough to not get distracted,
Nick - Customer Support Eng. & Teleworker, Technology Sector.

Although they did acknowledge that they worked more as a result of working from home:

It's easier to get into 'work mode' since I'm all set up and ready to go. Having a
work BlackBerry certainly does mean I get involved more often than I would if I
didn't have instant access to work email,
Nick - Customer Support Eng. & Teleworker, Technology Sector.
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4:5.2 Impacts of Telework on Career

When questioned on the impact that teleworking has on their careers, there was an
interesting variation in responses from the contributors to this current study depending on
individual circumstances. In the case of the company director, being self-employed
means this is not relevant in his case. For another respondent, the period spent
teleworking was too short to have any noticeable career impacts:

There were none [career impacts]. The period teleworking was too short,
approximately eighteen months,
Roisin - Technical Writer and Past Teleworker, Software Sector.

After this period of time teleworking, the interviewee took maternity leave and upon
return was no longer able to telework due to a change in management in the company. In
another case, the respondent also identified no positive or negative impacts on her career
but this is primarily due to the fact that:

/ had reached vice president at that stage so I don 7 think it really would have
impacted the po.ssihility offuture promotions,
Collette - ex. Vice President & Teleworker, Financial Services.

In a similar vein, this respondent anticipates no potential career impacts:

/ really can 7 .say that it ’ll further my career or hold it hack,
Darragh - Architect & Teleworker, Construction Sector.

When asked what impact this contributor believes teleworking has on their career, the
response was:
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None career wise, hut it provides me more flexibility and control over my working
hours,
Patrick - Global Project Mgr. & Teleworker, Technology Sector.

This respondent also believed that telework has no impact on their career:

None really hut it is a conscious decision to telework; 1 could go down to the
office every day if I wanted to. It’s up to myself how much or how little I work
from home really,
Darran - Project Mgr. & Teleworker, Telecoms Sector.

For some, the impact is seen as positive:

Overall it's had a great impact on my career, because 1 have the flexibility to he
on a conference call or respond to mails as needed,
Jim - Service Team Manager & Teleworker, Technology Sector.

This contributor does mention, in relation to a separate topic, that:

It would have an impact on any career decisions I’d make. If 1 was to go for
promotion now I would want to know’ if I could telework. Not all the time, hut if I
still had that facility to telework when I needed. It would he close enough to a
deal-breaker,
Jim - Service Team Manager & Teleworker, Technology Sector.

This may indicate that the desire to telework could impact future career prospects. A very
similar perspective is conveyed by this respondent:

If I were to w^ant to move into a different role, working remote would cut off some
avenues (those that require physical presence in the office) hut, since the
company is such a distributed company there would he many other possibilities.
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For technical support, there are other engineers who are higher up the career
ladder than myself who work remotely,
Nick - Customer Support Eng. & Teleworker, Technology Sector.

Yet another respondent, who teleworker full-time, experienced negative career impaets:

It would have been a con from a career development perspective. It was a dead
end job. You were put in there to do a job. 1 think in terms of hierarchy these
larger corporations will always have their key team members centralised in
specific locations. . . So, from a career development perspective it would have
been disadvantageous,
Danny - ex. Account Manager & Teleworker, Technology Sector.

Although this respondent acknowledges:

From a personal skills development perspective I probably .say I learned more
became of this .self dependency,
Danny - ex. Account Manager & Teleworker, Technology Sector.

Although this respondent only teleworked for six months on a full-time basis, they feel
that telework would have restricted their career:

/ did feel that because I was working remotely and not physically working with
people, it was probably going to be hard to get the .same level of networking as
was neces.sary to progress. My job became a little more like a rake, in that I had a
lot of connections downwards and outw’ards hut my connections upwards was just
to my direct boss. When you are in a senior role in the company, you need to he
able to network. I found that my network was below me, and that my connections
upwards would have been limited by the fact that you couldn’t call into the office
and have a chat with someone. So, it became a hit more introverted in that you
were managing your own area of influence and reporting that up, hut not being
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able to expand that area of influence. It probably imposed a bit of a glass ceiling,
because my ability to network would have been restricted. If someone was in the
Belgian office dealing with the whole project management senior finance group,
and if a vacancy came around, it would have been difficult to argue that the
person working from his spare bedroom in Cork would have been the best person
for the job, if a lot of people that would have been dealing with them in the new
job wouldn’t have met them. Even ifyou had the credentials and the skills for the
job, your ability to network would restrict you,
Michael - ex. Project Manager & Teleworker, Telecoms Sector.

I he same respondent added that:

Ifyou have a very structured hierarchical organisation it makes it worse, because
the person who is teleworking becomes a box in the org chart, and no-one really
knows what they are doing. They are never going to he able to make them.selves
heard or move up through the organisation,
Michael - ex. Project Manager & Teleworker, Telecoms Sector.

One of the managers interviewed as part of this current study, gives their opinion on
whether teleworking has a career impact:

From a technical perspective, none. From a management perspective. I suppose
the company’s thing is that if you are managing a team, managing a team
remotely is very difficult. . . If you have someone working remotely, it really is
’out of sight, out of mind’ to he honest,
Mary - Snr. Support Mgr. & Teleworker Mgr., Technology Sector.

A number of the teleworkers mentioned the importance of ‘face-time’ in the office to
avoid this situation of being ‘out of sight, out of mind’ when it came to career
progression:
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/ try to he in the office twice a week just to keep in touch or he seen, and not to he
out ofpeople’s minds,
Barry - Head of Planning & Teleworker, Energy Sector.

Another teleworker agrees:

I know I could work from home more often, if I wanted to. However, ffind that
because I have a short commute, I like to get into the office, as I find that from a
networking point of view and from a visibility point of view, it’s better that I’m in
the office. People can see me, come up to me, talk to me. I’d put a lot of value in
that,
Jim - Service Team Manager & Teleworker, Technology Sector.

Another respondent feel similarly that telework restricts interactions and ‘coffee dock’ or
‘water cooler’ conversations:

A lot of the time it’s the people that you hump into in the coffee room are the
people you end up having the conversations with ad-hoc, whereby you realise this
is the direction the company is going and it influenced what you are doing.
Whereas the people I humped into in the coffee dock in my teleworking were 6
years of age,
Michael - ex. Project Manager & Teleworker, Telecoms Sector.

Correspondingly, this respondent reveals that:

You miss out on learning by osmosis... you don't overhear conversations and get
involved in discussions that you would, ifyou were surrounded by people,
Nick - Customer Support Eng. & Teleworker, Technology Sector.

In a similar vein, this contributor recognises the impact on knowledge sharing:
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Tacit knowledge can he shared during office discussions which you miss out on,
Patrick - Globa! Project Mgr. & Teleworker, Technology Sector.

This ex-teleworker felt that not being in the office meant that they missed out:

Ifyou heard something had happened, you only heard about it three days after it
was announced or something like that which inevitably happened. You felt that
there was a stigma. The natural reaction was that I’ve been cut out of this,
Danny - ex. Account Manager & Teleworker, Technology Sector.

In fact, this situation was taken to extremes when the company were implementing work
force reductions:

I think management at the time when they would have been faced with a situation
where a number of people were all losing market share with our perspective
accounts, there was more done to try and help the people that were based in the
office, because they were just in front of them. You know if you have a guy
.suffering who's sitting at the desk in front of you, and you have a guy over in
Cork, you had to deal with the guy in front of you first. And they admitted that
them.se Ives, that it was easier to help the guy in front ofyou. Had I put my.self in
my manager ’.s position, I ’d have done exactly the .same thing. You can 7 .step over
the corpses to help the guy you can 7 see, you try to clear out the mess around you
first,
Danny - ex. Account Manager & Teleworker, Technology Sector.

4:5.3 Productivity impacts of Telework

The summary of the respondent’s views on productivity impacts of telework is 92%
positive. In relation to the impacts of teleworking on personal productivity, those
respondents, for whom the choice to telework was their own and who telework part-time.
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unanimously agree that they are at least as productive, and in general more productive,
when teleworking:

/

think if someone’s productive in the office they will he just as productive at

home, if not even more productive. If Tm at home alone, lean he more productive
than
office

/

would he in the office. There’s always someone interrupting you in the

—

‘how’s it going, would you like a coffee? \
Jim - Service Team Manager & Teleworker, Technology Sector.

Another teleworker agrees that

In my opinion it increases productivity. . . I felt that / had more time, almost hvo
hours a day saved on not getting the train or driving,
Roisin - Technical Writer and Past Teleworker, Software Sector.

While yet another respondent contends that:

It made me even more productive as an individual for the company,
Collette - ex. Vice President & Teleworker, Financial Services.

Similar sentiments are echoed by this respondent:

It has advantages, with greater work produced, due to lower distractions,
Patrick - Global Project Mgr. & Teleworker, Technology Sector.

This respondent likewise believes that telework positively impacts productivity,
observing that:

If I have no phase meeting at work on a day ... I will work from home. I get
twice as much done,
Mary - Snr. Support Mgr. & Teleworker Mgr., Technology Sector.
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Another respondent reflects that they get through more as:

There are no office distractions,
Nick - Customer Support Eng. & Teleworker, Technology Sector.

This respondent contends that:

If you are disciplined enough it means that every minute you are doing something
you are doing something productive,
Donal - Managing Director & Teleworker, Retail Sector.

In this case, the increase in productivity is attributed to a few reasons. The time saved in
commuting is largely pumped back into work time which allows more work to be
completed in the same time. The lack of interruptions ensures focus on the job at hand:

Not being in the office, you were less distracted by people just dropping in and
spending a lot of time on unplanned discussions. If it was of business significance,
they would go to the bother of making a phone call, and you would have a
meeting, etc. But there were less distractions really,
Collette - ex. Vice President & Teleworker, Financial Services.

Finally, the reduced social interactions on days working from home, means that more
work to get done, while social interactions can be confined to the days in the office:

There may he work environments where there is an awful lot of interaction
betM’cen people, and there’s an awful lot of chatting and hanging out in the
hallways can go on. What I could see in my own environment was that some
people had a lot of downtime due to actually being in the office. If you do take
away some of the social involvement it can make somebody more productive,
Collette - ex. Vice President & Teleworker, Financial Services.
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These sentiments were echoed by the following respondent:

In actual fact when I work from home I get so much more done as if I go into the
office I get nahhed for 10 different things, so if someone says to me ‘that has to he
done by Friday’, I work from home where I can concentrate and not lose focus. I
can sometimes turn off my phone, turn the wireless off, so I am not going to he
disturbed for the next two hours as this has to he done! Whereas, it is so hard to
refuse somebody ifyou are in the office,
Barry - Head of Planning & Teleworker, Energy Sector.
7’his teleworker agrees that the lack of interruptions positively impacted on their personal
effect iveness:
Teleworking can give you the opportunity to get your work done in a shorter
time.scale because you don 7 have the travelling and you don 7 have the
disturbances of people coming into your cube or your office every 5 minutes. I
find that you probably can compact what may have taken you 8 hours in your
office because of interruptions, possibly into even half of that time, if there are no
interruptions once you are focused enough on doing it,
Donal - Managing Director & Teleworker, Retail Sector.

In a similar vein, this respondent contends that:

The ‘water cooler talk ’ was wasting time - your ten minute break could become
twenty five, so I think this a lot more efficient,
Darragh - Architect & Teleworker, Construction Sector.

Another respondent observes that:

rls the workload increased and the company expanded, 1 found myself sometimes
avoiding certain days in the office, as you would he in meetings all day and not
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get any actual physical work done. I can actually work for longer from home as
there are less distractions and I don 7 have to spend the time commuting to and
from work,
Darran - Project Mgr. & Teleworker, Telecoms Sector.

This interviewee used the time saved on their commute to do work which they would
otherwise have been doing in the evening:

At home you could put your phone on speaker and / found it to he more
comfortable to he able to through the phone on speaker and work away. So, I
found it to he very productive and relaxing. . . I would use up the commute time
to do the work that I would otherwise have been doing in the evenings,
Michael - ex. Project Manager & Teleworker, Telecoms Sector.

The same respondent observes that:

/ would think it would he ideal to exercise that option a day or two a week. I think
you get more done as you can .start earlier, .stay later,
Michael - ex. Project Manager & Teleworker, Telecoms Sector.

Interestingly, a respondent who teleworked at the company’s request, encountered the
opposite in terms of productivity. This respondent found working from home less
efficient than being in the office:

If I were to weigh up what I get done in an hour now, versus what I got done in an
hour working remotely, I would definitely .say I would get at least 150% of the
work done that I was doing at home. . . it’s only when you get out of that that you
realise it. I mean at the time I thought I was packing in every minute I could. . . I
also believe that in terms of efficiency and in terms of throughput it’s not
probably the ideal model,
Danny - ex. Account Manager & Teleworker, Technology Sector.
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The same respondent goes on to explain;

Having worked from home for so long, 1 know how hard / had to work to make
sure the hours I was putting in, were value add hours. Now there were times that I
didn 7, so I know the difference. 1 know the times that I slacked off as well. And I
know for sure that in my current company, / wouldn’t have the same opportunity
to kick hack. In this company I’ll work, and I’ll work the hours that I’m there.
You’re considering that, I got to get home, so I’d better do this now and get it
over with. Work was easier when you were at home. You made a cup of coffee,
you wandered around the house. You were easily distracted. And you went hack
to working at an easier pace. Everything was a slow transition from one mode to
the other. Whereas you go into work, you drop your hag and you ’re ver\> focused,
Danny - ex. Account Manager & Teleworker, Technology Sector.

A number of the respondents report working longer hours due to teleworking. This
interviewee reveals that:

/ do more hours than I do at the office because I have two hours more work which
/ save on travelling. . . If something has to he done, then I will just keep working
until it is finished,
Darragh - Architect & Teleworker, Construction Sector.

This interviewee similarly found that:

Typically you end up working more anyway, as you end up using commuting time
to M’ork,
Barry - Head of Planning & Teleworker, Energy Sector.

A teleworker manager interviewed found that the teleworkers on the team are slower to
stop work as they don’t see people around them packing up to leave in the evening:
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I find that when my ^uys work remotely, they work far longer hours than they do
when they are in Cork,
Mary - Snr. Support Mgr. & Teleworker Mgr., Technology Sector.

Another respondent observes that:

/ think if you are working from home, you will always work more, just because
you want to prove that you ’re not slacking off. The way we chose to prove that
was by working 4 extra hours in day as opposed to just working the 8 hours. So, if
an email came in at 11 o ’clock at night, you would log on, and you would answer
it, as oppo.sed to now, if it came in at 11 o’clock at night. I’d say. I’ll get it in the
morning. So, I think you definitely ended up working more from home but you had
to work harder from home to get the .same things done,
Danny - ex. Account Manager & Teleworker, Technology Sector.

The same respondent partially attributes the extra hours to time required to make up for
the lack of‘face-time’ in an office to build up relationships.

Another interesting finding in this current study is that although, with one single
exception, all the teleworkers interviewed believed that they were more productive when
working from home, a few mentioned how logistical factors slowed them down. For
example, not being able to contact people as easily as when you are co-located with them,
sometimes caused delays, as the following respondent observes:

I did find particularly in a previous job that we had some people abroad who
worked three or four days in the office and one day from home. And de.spite your
best intentions you would be less inclined to call them for a meeting or to follow
up on something if they are not in the office. And there is probably an inherent
delay associated with that,
Michael - ex. Project Manager & Teleworker, Telecoms Sector.
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This respondent made similar observations:

There should be a time limit to respond to an email of maybe 3 or 4 hours, even if
they don 7 have the answer hut at least acknowledge and say M>hen to expect an
answer because you want to get hack to a client with the answer as soon as

possible.... it is good to have a relaxed atmosphere but you do need some rules,
Darragh - Architect & Teleworker, Construction Sector.

Another respondent reveals how much more efficiently they can get an answer to a
question in the office than when teleworking for a previous employer;

We work in a group that’s completely isolated from the people around us. Yet if /
need to ask some daft unrelated question about somebody that knows something
about regulatory affairs fjust say ‘Gavin...what...who.. ’ and I’ve an answer in 20
seconds. If that had been a few years ago working for my previous company, it
would he a project for a week!
Danny - ex. Account Manager & Teleworker, Technology Sector.

This respondent also identifies some logistical disadvantages when teleworking for their
customer support team:

If you were at home you are pinging them on the computer, if they are not
watching the computer, you are stuck on the phone call to the customer, whereas,
in the office, the other person- the head set is also connected to a ‘hard phone ’
that they pick up and you have 3 people without doing anything,
Mary - Snr. Support Mgr. & Teleworker Mgr., Technology Sector.

A manager interviewed suggests that this geographical dispersion of team members and
inherent inefficiencies, impacts on deliverables:
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/ think it made delivering a project harder, in the same way that having globally
distributed teams makes it harder,
Pat - ex. Snr. Resource Mgr. & Teleworker Mgr., Telecoms Sector.

4:5.4 Telework Impacts on Group Dynamics

rhere were mixed opinions expressed by the respondents on the topic of group dynamics
and impacts of telework.

One respondent posits that there is no impact on group dynamics:

People could see that I was pulling my weight, nothing changed just because I
was working elsewhere 1 day a week,
Roisin - Technical Writer and Past Teleworker, Software Sector.

For some teleworkers, the geographical dispersion of their teams means that telework has
little or no difference to group dynamics.

/ actually never met the girl in France. And the person in London I only met when
/ resigned and was doing the handover,
Michael - ex. Project Manager & Teleworker, Telecoms Sector.

This respondent goes on though to describe how, through the use of advance technology,
that this small team works very effectively together.

Another respondent reports similar experiences:
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I interact a lot with the other team members via email, phone, daily conf calls and
instant chat. We have teams in Cairo, Bangalore, Shanghai and the U.S. and we
all need to collaborate so group dynamics doesn’t change much,
Nick - Customer Support Eng. & Teleworker, Technology Sector.

Another respondent when asked if telework can impact on group dynamics responded:

/ guess it can. Firstly, if you are in a high contact situation with a lot of
interaction, maybe handholding is required. In relation to mentoring, if you ’re not
physically there to actually lead it, it could impact the dynamics of the group.
There are social is.sues then as well in that you know some individuals and their
personalities may not lend themselves well to teleworking. You may have a
situation of conflict where one person is allowed to telework and another person
is not, that can have an impact on the social dynamic of the group for sure and
there may be .some resentment that could emerge there,
Collette - ex. Vice F^resident & Teleworker, [financial Services.

Similarly, the following respondent felt that teleworking did impact on group dynamics
as:

The people that are in the office more regularly get to know each other more,
Barry - Head of Planning & Teleworker, Energy Sector.

This respondent similarly noted that:

With respect to the group dynamic it was a little difficult at the beginning to build
up working relationships hut over time and some face-to-face meeting things
gradually worked out,
Darran - Project Mgr. & Teleworker, Telecoms Sector.

One of the teleworker managers interviewed believed that:
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Collaboration is very’ difficult if we have people working from home,
Mary - Snr. Support Mgr. & Teleworker Mgr., Technology Sector.

Another interviewee felt that:

Group dynamics is diluted as technical groups tend to discuss group project and
issues during water fountain, breakfast and lunch breaks which can lead to tacit
knowledge getting externalised and leads to improved knowledge and learning,
Patrick - Global Project Mgr. & Teleworker, Technology Sector.

This respondent also mentioned the impacts on group meetings:

/ would do a huge amount on facial reactions, so team meetings are no longer
face-toface and that's where you are only getting the words and not the piece of
the equation,
Mary - Snr. Support Mgr. & Teleworker Mgr., Technology Sector.

Some organisations overcame that problem by identifying certain days when everyone
had to be in the office. This respondent reported that:

There are some allocated days for meetings where face-to-face office presence is
required,
Patrick - Global Project Mgr. & Teleworker, Technology Sector.

In relation to the impacts on group dynamics, one interviewee who managed teleworkers,
felt that the view of non teleworkers was that:

They saw it as probably a minor irritant. As in, ‘it’s a pain in the ass. I’m sitting
here I want to talk to you hut you ’re not here! ’. In terms of group dynamics - I’m
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tempted to say out of sight out of mind. 1 think if they were working 4 days a week
and teleworking I day a week it wasn 7 an issue. If they were teleworking 5 days a
week yes they were missing out,
Pat - ex. Snr. Resource Mgr. & Teleworker Mgr., Telecoms Sector.

I he opinion of the previous respondent sheds further light on the feedback of the next
interviewee. This ex full-time teleworker felt that teleworking impacted significantly on
group dynamics:

Group dynamies was a big issue. The manner in which we did stay in touch was
that a certain proportion of our working week was specifically to personal
relationships and maintaining the same. . . I think if they are working from home
it ’.V ver}^ hard. You can 7 get a feel for what a person needs or is really thinking
about you. The guy that / work with is sitting beside me and he is muttering away
to himself all day and you start to understand what he needs and what he doesn 7
need,
Danny - ex. Account Manager & feleworkcr, Technology Sector.

The same teleworker went on to add that:

If I were a manager of five people and if I were told in the morning that I had a
choice of keeping those five people in an office space, or sending the five of them
to work from home and knowing that if I sent them all to work from home, that
three out of the five would definitely he happier with the arrangement of working
from home, I still would he more inclined to keep them in the office space because
simply from a group perspective it’s easier to keep the group together, it is easier
to keep them all informed,
Danny - ex. Account Manager & Teleworker, Technology Sector.
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4:5.5 ‘Green’ & Cost Reduction Impacts of Telework

Two other impacts emerged from the study as being positively impacted by teleworking:
cost savings, and reduced emissions.

This respondent notes that some of the advantages of telework are that:

There is also a saving on transport costs and it is goodfor the green economy,
Patrick - Global Project Mgr. & Teleworker, Technology Sector.

fhe following respondent maintains that:

Not having to worry) about getting to and from work removes the stress and waste
of commuting

—

the waste of time, money, and car usage,

Nick - Customer Support Eng. & Teleworker, Technology Sector.

Cost savings to the teleworker were similarly identified as an advantage of teleworking

Not having to spend money on diesel travelling,
Darragh - Architect & Teleworker, Construction Sector.

Cost savings for the company are highlighted by the followin respondent:

If we all worked from home we could turn off the lights. There are savings on tea
hags, milk, lots of small savings - not a particularly big factor hut it does save us
some money,
Barry - Head of Planning & Teleworker, Energy Sector.
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4:6 Barriers to Telework in Ireland
All those interviewed as part of this current study, were asked a very broad question in
relation to their views on: (a) why uptake of telework in Ireland appears to be low
compared to our European and our IJ.S. neighbours; and (b) where they saw the future
for teleworking in Ireland. There were a number of common threads in the feedback
received on these topics which are revealed in the following section.
4:6.1 Broadband Availability

Inevitably, the limitations of broadband in Ireland emerge as a recurring theme when the
interviewees were asked about the barriers to the spread of telework in Ireland. 62% of
respondents identified broadband as a barrier:

Broadband may he an issue and would need to he sorted in Ireland,
Roisin - Technical Writer and Past Teleworker, Software Sector.

In a similar vein, this respondent contends that:

I see teleworking in Ireland as gaining popularity, hut there needs to he more
competition between telecom providers. Broadband is ridiculously expensive and
quite slow compared with other European countries,
Nick - Customer Support Eng. & Teleworker, Technology Sector.

Another teleworker agrees that broadband availability and speed is an issue:

/ suppose the most important thing is the technology issue and that not all areas

have access to broadband. And the internet speed is an issue in several locations.

80

That would probably be the number one issue for the future of teleworking in the
country,
Collette - ex. Vice President & Teleworker, Financial Services.

Similarly, the following respondent felt that broadband was a significant issue
particularly for rural teleworkers:

/ would think the main thing is broadband, the infrastructure in a lot of rural
areas just isn’t good enough, and that is potentially one of the primary areas for
telework. . . I know myself the odd day the broadband is gone you are lost! So,
you really are dependent on things working,
Barry - Head of Planning & Teleworker, Energy Sector.

Agreeing, too, was the following interviewee:

In Ireland, the fact that broadband isn’t the most reliable in the world can cause
some issues,
Donal - Managing Director & Teleworker, Retail Sector.

This respondent also experienced some issues with broadband:

90% of the time it is good. We have plug in dongle and when it is light blue it is
reasonable or dark blue the connection is very good. One day in the week it might
go green and you can’t do anything about it. . . Unless broadband gets to a high
level, it [teleworking] won 7 increase as fast as it should,
Darragh - Architect & Teleworker, Construction Sector.

Another respondent concurred that the spread of teleworking was restricted by
technology:
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Do we have the infrastructure that allows it ? For me I would love to work from
Inch for the summer hut I can 7 get a landline, not to mind broadband,
Pat - ex. Snr. Resource Mgr. & Teleworker Mgr., Telecoms Sector.

Concurring with the opinions of the prev ious respondents was the following respondent:

We are way behind the curve in terms of broadband,
Michael - ex. Project Manager & Teleworker, Telecoms Sector.

Some respondents felt however that broadband was not the primary deterrent for
teleworking:

I don 7 think it’s down to broadband. A lot of people say it \s down to broadband
hut you can get away with I Meg for your emails and stuff
Jim - Service Team Manager & Teleworker, fechnology Sector.

The same respondent did indicate that ideally they would improve the broadband speed:

I’d change my broadband speed. I’d like 8 meg. I’d like to he able to forward my
phone from my desk to my house and have a separate phone line. Our mobile
coverage is rubbish. But the only think I would change would he the logistics — a
phone line, the broadband speed, an office,
Jim - Service Team Manager & Teleworker, Technology Sector.

Another ex-teleworker, who teleworked for 12 years, described the broadband speed as
‘dreadful’ when he started teleworking more than 12 years ago.

I got a laptop from the company it was like a brick. I remember ringing Eircom
and saying I need a high speed phone line and he said ‘a what hoy? ’. They put me
through to someone in Dublin who was vaguely aware of something called ISDN.
Eventually a specialist was sent three months later, down to Cork. Ireland was

82

kind of backward at the time so the multinationals were in there, hut we didn 7
have the communications, so they were a little surprised,
Danny - ex. Account Manager & Teleworker, Technology Sector.

He went on though, to discuss how technology changed over that period:

Our infrastructure has changed. Broadband has made a difference. It has opened
up video conferencing. It has changed people 's expectations,
Danny - ex. Account Manager & Teleworker, Technology Sector.

t his full-time ex-teleworker also got over some initial broadband issues:

/ was living three miles outside the city and broadband wa.sn 7 in the village at the
time. Plus there was no line of .sight. So, I thought I was in trouble. I thought I
would have to move down to my parents-in-law as they had broadband. But then I
found out about 3D modem and it worked perfectly,
Michael - ex. Project Manager & Teleworker, Telecoms Sector.

4:6.2 Socio-Cdltural Barriers and the Irish Need for Social Affiliation

The lack of social interaction when teleworking, impacted to varying degrees on those
interviewed. The majority of the teleworkers were in the office at least two to three days
a week, and thus remained less affected by the lack of social interaction. 54% of the
respondents, however, contended that the Irish need for social interaction is a significant
barrier to teleworking in Ireland.

One part-time teleworker indicates that:
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If 1 want to chat to someone, I can do that anywhere. I would ring people if I felt
like a chat,
Barry - Head of Planning & Teleworker, Energy Sector.

Another ex-teleworker in a large multinational explained:

Given the nature of the fact that the teams were working from five different
regions, I guess that face-to-face interaction was less of an issue for all of us,
Collette - ex. Vice President & Teleworker, Financial Services.

This teleworker, also, later added:

/ was only working two days a week in a teleworking situation, so there were the
three other days where, if there was high contact requirement, then / would
schedule meetings where face-to-face interaction was required,
Collette - ex. Vice President & l eleworker. Financial Services.

For the following teleworker, social interaction is less of an issue:

I miss seeing the guys a little, and I always enjoy catching up when I visit Cork,
hut there's plenty of interaction on a day-to-day basis. 1 guess I would consider
myself an introvert in the sense that if I want interaction then I seek it out. I'm
fairly independent and don't really 'need' it, per se,
Nick - Customer Support Eng. & Teleworker, Technology Sector.

One respondent who only teleworked for a six month period, shared their expectation that
the lack of social interaction would have started to impact them over time:

In terms of social interaction, it probably would have impacted after a while. I
would have lookedforM’ard to meeting people socially in the evenings,
Michael - ex. Project Manager & Teleworker, Telecoms Sector.
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Conversely, for those that work from home full-time, or have reduced interaction with
people as a result of teleworking, the feedback is quite different. One interviewee reveals
the personal impact it has on him:

On a very’ personal note, I kind of miss the ability to have a chat with somebody’
over a cubicle, whether it is business or personal. The ability to do that isn V there
anymore,
Donal - Managing Director & Teleworker, Retail Sector.

Another respondent laments the absence of the comradery of an office:

I miss the comradely of office company during breaks, lunch time etc.,
I^atrick - Global Project Mgr. & Teleworker, Technology Sector.

1 he following long term, full-time, teleworker indicates that the lack of social interaction
is the worst aspect of teleworking:

Definitely, not being part of a group was the worst element of it,
Danny - ex. Account Manager & Teleworker, Technology Sector.

Along similar lines, the following respondent reveals that:

I find working from home very lonely. . . for me work is an environment where
you need to blow steam off with the people around you. Whereas if you have
nobody around you, and things aren ’t going your way, over a computer you have
a completely different way of dealing with that is.sue than when you are face-toface,
Mary - Snr. Support Mgr. & Teleworker Mgr., Technology Sector.
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The same respondent, from a manager’s perspective also suggests that:

As a manager, I think it is far more difficult, because I would he more the social
side of management. / know managers in Cork who would prefer the business side
of management and they are happy to have their team that far away from them.
Bid, for me I would he very lonely if all my team was telework. When I work from
home I still tie in with them on a daily basis, hut it's completely different to being
able to walk down the corridor,
Mary - Snr. Support Mgr. & Teleworker Mgr., Technology Sector.

Another full-time teleworker observes:

/ think from a cultural perspective, we probably show a slight reluctance to move
as fast as technology allows us to move. So, right now, we could all work from
home deliberately. We could all work from our couch without moving a foot. We
can order our food, we can get the kids picked up and taken to .school hut still we
don 7 want to do that, nor do our customers. And it’s not because they couldn 7 do
business working from home, it’s because they like the personal interaction. So,
it’s probably sustainable because there’s this kind of social edification. You like
to meet someone,
Danny - ex. Account Manager & Teleworker, Technology Sector.

He added that:

In terms of our need to socially interact teleworking will always have a case.
There will always he a need for business to go out with them and have a laugh or
a chuckle hut I also believe that in terms of efficiency and in terms of throughput
it’s not probably the ideal model,
Danny - ex. Account Manager & Teleworker, Technology Sector.
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Many of those interviewed for this current study, both full-time and part-time
teleworkers, comment on the value of‘face-time’ for building important relationships:

I find that from a networking point of view, and from a visibility point of view, it’s
better that I’m in the office. People can see me, come up to me, talk to me. I’d put
a lot of value in that. I put a lot of value in face-to-face communications. It builds
relationships. When you are asking a favour of someone or when you are asking
someone to do something extra, the fact that you have met them, can make all the
difference

—

for better or for worse!
Jim - Service Team Manager & Teleworker, Technology Sector.

Indeed, the same respondent concluded that:

/

think technology will help to drive more teleworking in years to come but you ’ll

always have this requirement for face-to-face,
Jim - Service I'eam Manager & Teleworker, Technology Sector.

Another respondent commented that:

I try’ to be in the office tM’ice a week, just to keep in touch or be seen, and not to be
out of people’s minds. For instance I am not travelling next week, .so I will take
the opportunity to be in office for day or two then, so that way you keep in touch,
Barry - Head of Planning & Teleworker, Energy Sector.

The following respondent indicates that the lack of interaction is the only drawback of
teleworking:

I think the only downside, is not having the interaction with people in the office. If
you are doing everything by phone, you don’t getting the same feedback as ifyou
were sitting down face-to-face,
Darran - Project Mgr. & Teleworker, Telecoms Sector.
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This same respondent indicated that they would prefer not to work from home full-time
as:

/ believe the interaction time with people is important. If I had to I would hut you
could go crazy working from home all year round,
Darran - Project Mgr. & Teleworker, Telecoms Sector.

One full-time teleworker interview reveals:

Had / the opportunity to work two days a week in an office, and three days from
home, I definitely would. Looking hack, five days a week wasn 7 beneficial. You
waste too much time building up relationships that form naturally just from being
in an office .space. . . Ifyou are not meeting people that you are interacting with
on a daily basis, it \s much harder to get them to do .something that you need them
to do. Ifyou are trying to talk to .someone in California that you’ve never met or
you’ve met just once and you are asking him for a favour, it doesn 7 mean
anything. They arc doing it hecau.se it’s their job. Whereas, if you’re meeting
someone on a daily basis and you’ve been out with them Thursday night prior, or
maybe you gave them a .spin home .some evening, it’s much easier. And it’s not
documented, it’s not written anywhere, it just happens,
Danny - ex. Account Manager & Teleworker, Technology Sector.

In fact, the same contributor explains that, because of teleworking full-time:

A certain proportion of our working week was .specifically to personal
relationships and maintaining the .same. . . having worked remotely and having
that distance between myself and people on the same level I know that generally
being out of the loop is a .slow way of knowing away at your confidence slowly hut
surely over time,
Danny - ex. Account Manager & Teleworker, Technology Sector.
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This respondent suggests that the Irish psyche and the need for social affiliation may be a
barrier to the spread of teleworking:

In terms of the Irish psyche, we are a very sociable gregarious hunch so do we
equate that to he physically present who like to see someone and to really
participate you have to be there you have to show up and you have to participate
in the informal networking that goes on?,
Pat - ex. Snr. Resource Mgr. & Teleworker Mgr., Telecoms Sector.

Concurring with this view was this respondent:

There is an Irish mentality of meeting people face-to-face,
Darragh - Architect & feleworker, Construction Sector.

A U. K. based teleworker who had spent time in a number of the company’s international
offices, when asked why they believed there was less teleworking in Ireland, posited that:

There's more of a social life in the Cork office,
Nick - Customer Support Eng. & Teleworker, Technology Sector.

Another well positioned respondent with a geographically dispersed teleworking team,
agreed with this perspective, explaining why they feel the Irish need to socialise is the
most significant barrier to teleworking:

/ actually think that part of it is the social thing, because talking to the people that

work for me, they don 7 want to work from home permanently, they miss the social
aspect, whereas my guys in the U.K., they love that peace and tranquillity. Now I
don 7 know is it the U. K. versus Ireland, but the guys in Spain and the guys in
Holland (I have guys in Holland) they love their freedom of being at home and
being able to come down the stairs, etc., whereas the guys from Cork, for
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difference circumstances I’ve offered work from home for a week or two hut they
miss the office, they miss the company, they miss the face-to-face. The Irish
people, when they are in Cork, they love to come to the office. My Spanish folks,
my French folks, when they are in Cork they love to come to the office, they want
to he in the office. They want to see the people, they want to chat to people. When
they go for a tea-hreak they want to go as a group. From everything I see, it’s
social,
Mary - Snr, Support Mgr. & Teleworker Mgr., Technology Sector.

4:6.3 Irish Management Cllture and The Trust Issue

Very interestingly, a recurring theme in all interviews, was the importance of trust in
teleworking structures. A significant finding of this current research study, is that in 69%
cases, a culture of mistrust that those working from home are dossing, along with a
management culture that for the same reason, requires people to be in the office, is seen
as a barrier to the spread of teleworking in Ireland.

This respondent felt that having trust in their employee was the most important
management attribute:

I think it's important for a manager to trust his team,
Nick - Customer Support Eng. & Teleworker, Technology Sector.

Another teleworker echoed this view of the most vital management characteristics:

Tru.st, that when they say they are working from home they are working from
home, yes the main thing is tru.st,
Barry - Head of Planning & Teleworker, Energy Sector.
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Similarly, this teleworker believes that;

A manager needs to he confident that they can trust the person to get the work
done,
Donal - Managing Director & Teleworker, Retail Sector.

Similarly, this respondent held the most critical management attribute to be:

Trust — they need to have a certainly level of trust obviously in their people and
have confidence in them,

A manager interviewed, highlighted that a good level of trust would be a pre-requisite for
telework for their team members:

/ would he a very straight-up person anyway. 1 said 7 can 7 trust you and until
you build that trust with me, you 're not working from home

. . it also depends

on the trust factor within the team the same way as the trust factor between
manager and person.

Another manager similarly indicated that:

/ didn 7 have a problem with it if it was people that / could trust,
Pat - ex. Snr. Resource Mgr. & Teleworker Mgr., Telecoms Sector.

One of those interviewed, teleworked while working in the U.S, and felt that for her, a
good level of trust existed:

/ guess I took on quite a lot of responsibility as it was anyw’ay, and my track
record would have been that I would deliver on objectives. Whatever was needed
to get the job done, would be taken care of, and if that meant working a little hit
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longer on it, that \s what would have happened. So, there certainly was a comfort
level from my manager, knowing that I would suitable for a teleworking situation,
Collette - ex. Vice President & Teleworker, Financial Services.

Many of those who teleworked in Ireland, however, observed aspects of the management
culture in Ireland, that depended on having people in the office, and thus acted as a
deterrent for the spread of teleworking:

A fter baby number two arrived, I had a new boss and he was not open to working
that way. He wanted everyone in the office. There could he an attitude or Just a
particular management style that prefers all workers in the same place

—

to

generate ideas, solve problems, brain .storm or build the team,
Roisin - Technical Writer and Past Teleworker, Software Sector.

This contributor described how her two managers had definite contrasting styles of
management. 1'he first manager who allowed the respondent telework allowed their
employees decision making and autonomy in completing routine work activities. The
second manager who halted the teleworking, was significantly more autocratic.

Another teleworker also agreed that in relation to teleworking in Ireland:

Traditionally, we had the type of culture that was more indigenous in the types of
companies we had, where the .style of interaction was more to do with being in the
boardroom or being in the office. Whereas, other countries where they have been
in the multinational situation for decades, have a culture built up where its .second
nature to work from home or to telework. So, I think that's a struggle for us, and
that is one way in that we would he behind,
Collette - ex. Vice President & Teleworker, Financial Services.
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A similar view was expressed by this respondent:

/ would say as well that although it’s a young workforce, it is not a particularly
young Management and with age comes experience so someone is too young to he
a manager you have to he then 50 to he a Manager and they are not used to
teleworking, they prohahly don 7 trust people. . . Mayhe it is just some sort of
mind.set that you need to he in the office, you need to he seen. Again I would say
that’s a kind of older type thing so that’s prohahly more prevalent in Ireland,
Barry - Head of Planning & Teleworker, Energy Sector.

Another interviewee observed a conflict between telework (which was introduced in
exceptional circumstances to meet company needs), and the culture that existed in its
multinational:

/ don 7 think the company ever really enjoyed the idea of someone remote. Their
management style required the manager to come in the morning and .see his
twenty four employees lined up in front of him,
Danny - ex. Account Manager & Teleworker, Technology Sector.

An extremely interesting finding of this current study, was that the perspective of
managers on telework, vary per country. One ex-teleworker explained how telework is
not allowed by the local Managing Director in the multinational for which the respondent
now works, although it is permitted in the U.S.:

It’s company policy that there isn’t ftelework]. It is positively forbidden. In fact it
was a hig hone of contention because during the snow and the ice they insisted
that you come in. It’s was very strange hut, they just feel that it would set a
precedent. But it’s driven by the site manager in Cork whereas in the U.S. it
would he much different,
Danny - ex. Account Manager & Teleworker, Technology Sector.
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This teleworker in a U.S based multinational, made the following very interesting
comparison between U.S. and Irish managers;

/ don 7 think there is a trust there. If you are a manager in Ireland and you have a
team in Ireland, the Irish manager will he far more reluctant to leave them
telework than the U.S. manager . . . It’s a cultural thing here. It’s assumed that
ifyou are working from home, you are on the doss. And in many places you are
probably doing more at home that you would do in the office. . .We have this
‘nod and wink, cute hoar’ culture. Ifyou look at our politician’s even, everyone’s
always pulling strokes, everyone’s trying to pull the wool over people eyes or
something. So, we assume the worst about each other when it comes to business.
You have this crazy situation now. In some jobs it’s just like someone clocks in
and all they need to he able to tick the box to say they clocked in. They may have
read the Daily Star for the day hut on paper they are at work,
Jim - Service Team Manager & Teleworker, Technology Sector.

This interviewee went on to add;

/ think it’s dowm to a total culture of mistrust in Ireland. I think there is a general
culture of jiggery pokery ’ and pulling strokes, and everybody is doing it - our
leaders, business people, hankers, developers, politicians. The whole upper
echelons of our society embrace this culture of ‘nod nod, wink wink’ and pulling
strokes. When it comes down to doing business it’s assumed that everybody else is
doing it as well. I call it the ‘Florrie Knocs’ syndrome. In ‘The Irish RM’,
everyone around him was just pulling strokes. But I think that culture that was
here when Ireland was part of the U.K., where we were constantly trying to usurp
the establishment. When the English went, we just carried on doing the same
thing, even though now we are screwing each other instead of screwing the
magistrate,
Jim - Service Team Manager & Teleworker, Technology Sector.
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In. relation to co-workers, the same respondent felt that:

If you are talking to co-workers who do telework it’s not an issue. If you talk to
colleagues who can't telework, there’s a sort of mistrust there or a grudge or
something because you are doing something they can’t. They think you are doing
nothing at home or something. In Ireland, not in the states, though. I don't know if
it's a culture of begrudgery but it's more a culture of mistrust I think,
Jim - Service Team Manager & Teleworker, Technology Sector.

In a similar vein, this respondent felt that there was a perception that ‘working from
home’ equates to dossing:

The main reason I think that there is a lag in the implementation/take up of
teleworking in Ireland is the feeling that people who telework are dossing. There
definitely is a cultural thing in that when you are teleworking the immediate
reaction is that it is you are working from home you are doing nothing.
Darran - Project Mgr. & Teleworker, Telecoms Sector.

The same respondent explains how this impacted him in the initial stages of teleworking:

At the beginning the employees who were in the offce five days a week were a
little mistru.stful of the teleworkers, possibly believing they were not really putting
it in so to speak. However, everyone now knows they can pretty much contact me
and other teleworkers with the company anytime between Sam and 8pm local
time. Once this was seen to he working for the benefit for projects and the
organisation as a whole there was more understanding of what each member was
contributing. Another item over time which increased the trust between the
teleworkers and the non teleworkers was the fact that many meetings we attend
from home are also attended by the office workers and they understand the
teleworkers can he productive even though they are not in the office,
Darran - Project Mgr. & Teleworker, Telecoms Sector.
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A U.K. based teleworker who spent a period of time working in Ireland, when asked their
opinion on why Ireland lagged behind the U.K. and Northern Europe in terms of telework
suggested that:

I have Italian origins and many Spanish friends.

1 think there is a larger

perceived gap between employees and management in Southern European
countries and maybe less trust as a result,
Nick - Customer Support Eng. & Teleworker, Technology Sector.

Another respondent similarly felt that an element of suspicion existed when it came to
teleworking:

/ think also there has to he a level of trust in the company in terms of respect
hetM’een layers in that there can he an attitude at times that people who are
teleworking are on a concession and he’s only working a four day week he’s only
at home on Fridays and he’s not really working. There can he an element of
.suspicion — how come we have to he in the office and he doesn 7,
Michael - ex. Project Manager & Teleworker, Telecoms Sector.

fhis ex-teleworker also referred to the reasons behind this lack of trust:

Definitely, if I implicitly trusted my employee, if they had a justifiable reason for
working from home, and if they were sorting out their family life for tho.se couple
of hours in the middle of the day when it didn 7 really matter, then I would
encourage it — go he a happy employee. But there are certainly the greater
percentage of people that would abuse it, and 1 think that’s the fear of these
companies now that are trying to discourage it. It’s so easily ahu.sed. You can
slack off at work when everybody’s looking at you, not to mind what you would he
like at home!
Danny - ex. Account Manager & Teleworker, Technology Sector.
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One manager interviewed gave an example of the types of issues that can cause the
breakdown in trust:

Well, 1 had that problem with two Spanish guys, one guy 1 told if he messed up
once more he was not working remotely ever again. I know on two occasions
when I rang him in the morning it was his mother 1 got on the phone and she got
him out of bed! So, yes, we had that conversation, we have a three strike rule, if
you mess up on the third occasion you are not getting remote again,
Mary - Snr. Support Mgr. & Teleworker Mgr., Technology Sector.

Similarly, this respondent suggests that a lack of trust acts as a barrier to telework in
Ireland:

/ would think there is a trust issue between bosses and employees which from my
experience is well founded at times. . . With regard to the trust issue, 1 found that
when I was working with a previous Irish employer, there was constantly
someone watching over you. You were still just doing drawings.

Whereas in

Germany, managers don 7 have an office, they are all in the one room. No person
has a room to themselves. People just come early and go early and no one told
them that they could or couldn 7 do it. They just know what needs to be done they
do it and they go home. They stay late if they have to. They don 7 have a boss
coming in to say that something needs to he done. They know it needs to he done
and they get it done,
Darragh - Architect & Teleworker, Construction Sector.

This respondent shared their concerns:

If I went into a meeting at work for 2 hours and I didn't respond to a
communicator from someone I would say I was at a meeting, whereas, if I was at
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home and I don't respond for 2 hours they will think now I have gone out and
doing something else. .

. For me sometimes if people can’t contact someone

immediately, they automatically assume they are not there. Whereas ifyou walk to
their desk and they are not there you assume they are gone to lunch. What I find
with other organisations and other companies trying to contact my remote guys, if
they don 7 answer within five minutes, they are going ‘are they online today? Are
they working today ? ’. Whereas if it was one of the guys working in Cork, they ’d
walk over to the desk, see that his jacket is on the hack of the chair and say, oh,
they are gone for a cup of tea. So, I think people are a lot more pessimistic about
the availability of the person they can 7 see,
Mary - Snr. Support Mgr. & Teleworker Mgr., Technology Sector.

Sharing a similar view was the following respondent:

/ think a lot of it is down to culture. In Ireland, we have this mistrust of each
other, whereby it’s assumed that if a fella is at home he 'll he doing nothing,
Jim - Service Team Manager & Teleworker, Technology Sector.

Yet again, this respondent saw another element of mistrust as a barrier:

Traditionally we had the type of culture that was more indigenous in the types of
companies we had, that the style of interaction was more to do with being in the
boardroom, being in the office. . . You may have an individual, especially in the
culture that we are in here in Ireland that they just may have this idea from the
cultural, historical aspect of it that if the person is working from home that they
are not working,
Collette - ex. Vice President & Teleworker, Financial Services.

Contrastingly, a teleworker in the U.S. commented that:
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And the culture again, the individuals never felt that just because I was working
from home — it’s like sometimes people get this perception that 7 won’t bother
them because they ’re home ’ — hut that wasn 7 the situation with our people. It
was just like they'd call you up anyw'ay. Americans you know, call you up at four
o ’clock in the morning!,
Collette - ex. Vice President & Teleworker. Financial Services.

4:6.4 Other Factors

Some respondents felt that the fact that teleworking was not yet as established a way of
working in Ireland as it is in other countries, contributes to the slower take-up.

One respondent, who started teleworking in the 1990s when very few others in Ireland
were teleworking, explained how Ireland lagged behind:

It was a pretty steep learning curve and I think the big companies, despite their
size, didn 7 really know what to do. Ireland was kind of backward at the time so
the multinationals were in there hut we didn 7 have the communications so they
were a little surprised,
Danny - ex. Account Manager & Teleworker, Technology Sector.

One respondent felt that:

The culture in other countries where they have been in the multinational situation
for decades have a culture built up where its second nature to work from home or
to telework. So, I think that’s a struggle for us and that is one way in that we
would he behind,
Collette - ex. Vice President & Teleworker, Financial Services.

99

In a similar vein, the following respondent felt that teleworking would beget more
teleworking:

If people are not sure about teleworking and they see certain people do
teleworking and it working for people on a daily basis they may come around to
the idea that it is a good thing to do and that works at both sides of the fence. . .
in the States it seems to he ingrained in the culture. . . It’s probably manifested
itself out there so it’s had more years to become mainstream,
Donal - Managing Director & Teleworker, Retail Sector.

fhis respondent agreed that:

/ think it’s just that the attitudes follow on from when teleworking starts. I think
it’s .something that needs to he established over a few years as being a thing that
works or doe.sn V. The fact that we are starting up later than everyone because of
the technology means that it’s taken a while for us to have attitudes to
teleworking,
Michael - ex. Project Manager & Teleworker, Telecoms Sector,

fhis respondent also believed that:

Part of the rea.son why Ireland may be lagging behind would he due to the
number of companies here that are part of a multinational culture hut which are
effectively subservient to a head office in the U.S. or elsewhere so it’s more
difficult for them to ‘call the shots ’ with regard to implementing teleworking,
Michael - ex. Project Manager & Teleworker, Telecoms Sector.

Another suggestion is that commute times are not as long in Ireland as in other countries
where teleworking is more prevalent:
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In the States maybe commute times may he longer. People may he more ready to
em brace it simply because of that,
Donal - Managing Director & Teleworker, Retail Sector.

Another respondent shared their opinion that:

If you are only a half hour from work say in Dublin why would they allow you to
telework? We are a small nation which can usually mean the workers will follow
the work rather than expect to he able to telework.
Darran - Project Mgr. & Teleworker, Telecoms Sector.
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4:7 The Future of Telework in Ireland

This research study sought to understand the role telework can play in Ireland in the
future. This section examines the perspectives of those interviewed as part of this current
study in terms of the home/office split that is most suited to the Irish work culture and
people, as well as broadly looking at the future of telework in Ireland.

4:7.1 The Home/Office Split

fhe feedback from the respondents in this current study, in relation to the impact of
telework on social interaction, indicates that for a large number of potential teleworkers,
the need for social contact with colleagues is a significant factor. Furthermore, from a
career perspective, many indicate that maintaining a presence in the office is vital to build
relationships, network informally, and schedule discussions that are best held face-toface. Not surprisingly then, the general consensus from the respondents in this survey is
that part-time telework is the ideal solution. It benefits from all the advantages that
telework presents, as well as mitigating against some of the negative impacts.

As this respondent reflects:

/ love the split of two days in the office three days at home,
Donal - Managing Director & Teleworker, Retail Sector.

An ex-teleworker who worked from home full-time indicates that had they been working
some of their time from an office base.

Had I the opportunity to work two days a week in an office and three days from
home, definitely it would have been better. Looking back, five days a week wasn 7
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beneficial. You waste too much time building up relationships that form naturally
just from being in an office space,
Danny - ex. Account Manager & Teleworker, Technology Sector.

This teleworker indicates how their home/office split allows them to schedule face-toface meetings while in the office:

/ was only working two days a week in a teleworking situation, so there were the
three other days where if there was high contact requirement, then 1 would
schedule meetings around that where face-to-face interaction was required,
Collette - ex. Vice President & Teleworker, Financial Services.

This respondent posits that building trust is:

Very easy to do if the person is working three days in the office and working from
home two days. It's a very different thing to do if this person is doing five days
working from home continuously,
Donal - Managing Director & Teleworker, Retail Sector.

Another benefit for part-time teleworking relates to group dynamics:

In terms of group dynamics. I'm tempted to say ‘out of sight, out of mind'. I think
if they were working four days a week and teleworking one day a week, it wasn 7
an issue. If they were teleworking five days a week they were missing out,
Pat - ex. Snr. Resource Mgr. & Teleworker Mgr., Telecoms Sector.

This respondent would not work from home five days as:

If I could work two days in office, three days at home, I would catch up with what
was happening or what was going on,
Barry - Head of Planning & Teleworker, Energy Sector.
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Another teleworker states:

I’d have go in at least one day a week just to show my face,
Jim - Service Team Manager & Teleworker, Technology Sector.

Time in the office is seen as important:

/ would like to do it three or four days a week hut you do need a break, even if it is

just going for a meeting,
Darragh - Architect & Teleworker, Construction Sector.
This interviewee concurs:

/ think the three days, two days balance is good,
Darran - Project Mgr. & Teleworker, I'elecoms Sector.

The following respondent observes that:

I think that teleworking where you have an enclosed space to get through your
‘To Do ’ list, is quite beneficial. So, I think part-time teleworking would work. But
the problem is that, ifyou have a culture where everyone is part-time teleworking,
you would never get everyone to come in. So, you would have to make sure you
had the technology to overcome this, or a set day and a well worked out logistics
and proper accountability, so that you know people don 7 slack,
Michael - ex. Project Manager & Teleworker, Telecoms Sector.

Full-time teleworking is not perceived as suited to some roles:
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We are slightly less flexible on permanent working from home because of the type
of role we are in really,
Mary - Snr. Support Mgr. & Teleworker Mgr., Technology Sector.

The same respondent also highlights that:

/ think it [teleworking] has to come in, hut I like the idea of three days in the
office, two days from home. I think part-time teleworking works very well. But full
time, I wouldn 7 buy into it. I couldn 7. / think there is a social side there. There’s
a work/life balance that gets thrown out the door with telework. Getting out of the
house in the morning is fresh air and talking to someone is important,
Mary - Snr. Support Mgr. & Teleworker Mgr., Technology Sector.

4:7.2 The Irish Telework Potential

In general, the respondents in this current study note that in general, teleworking is a key
component of the future of Irish business, holding benefits in terms of cost
competitiveness, ‘green’ benefits, and enhanced flexibility:

It \s got the potential to have a huge impact, socially, economically, and
environmentally on how we do work. If everybody who could telework,
teleworked, we’d lower our dependency on fossil fuels, we’d have better work life
balance, there’d be more disposable income due to savings on transportation
costs,
Jim - Service Team Manager & Teleworker, Technology Sector.

The following respondent highlights the potential benefits of teleworking for Ireland in
terms of cost efficiencies.
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/ think it’s something that will make us even more cost competitive if we can do
this correctly because, number one, you would have people taking up less spaces
in offices, using less resources, electricity, etc., heating, even the office space if
you have three people teleworking and they can share an office it takes you rental
space for your offices down dramatically, f or the individual themselves, the cost
of going to work, 1 know the price ofpetrol and diesel have gone through the roof
at the moment hut even when they weren’t through the roof they were still very
high and whether you are in a recession or in a boom the cost of motoring is very'
high and the wear and tear on cars is ridiculous, the country is in a had shape in
terms of the road network in a lot ofplaces,
Collette - ex. Vice President & Teleworker, Financial Services.

Another respondent agrees:

Although it could he very financial beneficial to have a whole team of teleworkers
because you don’t have to pay for office space you don’t have to pay for
electricity the heating or the canteen. So, there are a lot of benefits,
Jim - Service Team Manager & Teleworker, Technology Sector.

I he government also has a key part to play in encouraging teleworking in Ireland:

I think it will grow but grow slowly. / think the government could help by giving
financial incentives to companies to enable them to do it, because the socio
economic benefits are huge. And of course there are environmental benefits as
well. We are turning into very’ much a service orientated economy, and the
services economy lends itself very well to teleworking. We are not madly
expanding manufacturing any more. 1 think it will grow, hut unless it’s
incentivised and encouraged by employers and by the government, it’s not going
to catch up with our neighbours in the U.K. and in the U.S.,
Jim - Service Team Manager & Teleworker, Technology Sector.
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Telework can have positive impacts on Ireland’s targets on carbon emissions:

The other issue is that in terms oj our fuel emissions, and carbon footprint, as a
nation I think we have committed and perhaps overcommitted, to hitting some
goals at a European level for fuel emissions. Again working from home can cut
down our carbon footprint dramatically and get us more in line with those
standard,
Collette - ex. Vice President & Teleworker, Financial Services,

riiis respondent notes that:

From a socio perspective it's ideal, in that you don 7 have people wasting time
travelling to work, and you don 7 have people hitching about parking,
Danny - ex. Account Manager & Teleworker, I'echnology Sector.

d'he type of industry in Ireland will be a key determining factor for the level of
teleworking, according to a number of those interviewed in this current research study,
fhe following respondent contends that the civil service and large multinationals are the
most suited to telework:

/ think that it’s very stratified. I think if you work for the civil service, there’s a
future for it[teleworking]. If you work in big successful U.S. multinationals or
German multinationals, there’s a place for it. 1 think if you are working in an
SME or you are working in a .shop or retail or any part of the economy where
there is pressure, there isn 7 a place for it,
Pat - ex. Snr. Resource Mgr. & Teleworker Mgr., Telecoms Sector.

This respondent maintains that IT is very suited to teleworking, while manufacturing and
pharmaceuticals are less so:
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/ think there are plenty of companies that it simply will not suit. There are a lot of
manufacturing companies out there, and you can 7 do manufacturing from home.
But within the IT, telecom, those sectors, I think there’s huge scope for being able
to do teleworking. When it comes dowm to the chemical pharmaceutical side of
things, you need to he onsite. But within each company there are always certain
roles that are suited to teleworking, such things as project management, and pure
management. Ifyou ’re not involved in the day to day putting things together, you
can do things from afar, hut it’s always good to have the weekly and monthly
meetings, and the physical face-to-face it is still worth it,
Donal - Managing Director & Teleworker, Retail Sector.

This respondent agrees that multinationals, particularly in the services sector, are ideal
candidates for teleworking:

On the future of teleworking in Ireland, I don’t see why there can’t he more and
more of it. The vast majority of our companies that are leading in providing most
employment

are

multinationals.

So,

my experience

with

working with

multinationals, dealing with people in several regions, I think this is going to
continue. Especially in the services sector, particularly the financial services
sector. Teleworking for scientists and similar roles in the pharmaceutical
industry, is not going to make as much sense. Perhaps there are some project
managers, or individuals within that industry’ that could work from home. It would
reduce the cost for the employer, reduce our carbon footprint and reduce the cost
ofgetting to work for those individuals,
Collette - ex. Vice President & Teleworker, Financial Services.

This respondent suggests that many of the most suited sectors to teleworking are still in
relative infancy in Ireland, and need to reach a level of maturity in order for teleworking
to become more commonplace:

208

I suppose to a certain extent, the sectors that its suits the most are still relatively
young in Ireland, whereas in the States they have been there for much longer
relatively, therefore the idea of teleworking is much more widespread, much more
accepted and probably seen as the way to go if it suits both sides. I’m aware it
may take a little but longer here in Ireland, hut it will become more prevalent,
Donal - Managing Director & Teleworker, Retail Sector.

This respondent notes how teleworking is suited towards establishing a presence in a new
market:

I think teleworking is dictated by the type of industry that’s in the country and
teleworking is typically required when a company doesn 7 have a presence in a
particular area and when their customer does have a significantly larger
presence in that area,
Danny - ex. Account Manager & Teleworker, Technology Sector.

Another respondent highlights the high tech sector as a potential teleworking sector:

Given that Ireland is very high tech, you would expect that there is more
teleworking within those sectors. Pharmaceuticals, for example, is big here and is
probably one of the difficult areas to do teleworking as you have to he there.
Things like software development, you would expect that that culture would he
conducive to it,
Michael - ex. Project Manager & Teleworker, Telecoms Sector.

Teleworking in Ireland may be restricted by the number of industries here that are suited
towards it:

In Ireland there may not he a high percentage ofjobs that are actually suited to
teleworking,
Darran - Project Mgr. & Teleworker, Telecoms Sector.
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Some respondents express a hope that telework would become more widespread in the
future:

I'd he hopeful that jobs that are given to suiting teleworking might take off
Roisin - Technical Writer and Past Teleworker, Software Sector.

The following respondent observes the potential benefits for work/life balance in the
economy in general:

I think in the last twenty years the way everything has gone, both people in a
relationship are nearly working full time anyway. Maybe not in the last couple of
years because so many people are losing their jobs, hut I think most couples are
in the position that both need to work. So, if one of them can u.se teleworking as
part of their working week it probably takes an awful lot of pressure off on the
family side of things. / can see that even now from my own point of view. / think
it’s .something that companies have to he very much open to,
Donal - Managing Director & Teleworker, Retail Sector.

The potential to use telework to procure and retain the best employees was highlighted:

/ think companies will have to embrace it became there are a lot of very good
people out there that may take a role that has teleworking involved in it became it
give them the freedom to do x,y and z. Whereas if they are required to he tied to
the job 12 hours a day on location it may not he a runnerfor them so I think there
is a little hit of give and take there. Ifyou find a very good per.son that’s ideal for
the role you want to fill and they want to do teleworking as part of their weekly
roadmap and you find there someone else who would come in who may not he
quite as good I’d go for the teleworking person any day of the week,
Donal - Managing Director & Teleworker, Retail Sector.
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Although the other side of that coin is that, as this respondent observes:

If nobody’s hiring or there are plenty of people out there to get, well then their
incentive to do it diminishes,
Pat - ex. Snr, Resource Mgr. & Teleworker Mgr., Telecoms Sector.

The mobile nature of business today is an influencing factor:

/ think that even if I were to work from home, I could do that with a mobile phone
and a laptop. Before / had to dedicate a room to it for routers and fax machines,
etc. People are becoming a lot more portable, but I think that because people
have learned that hecai4.se you just need a mobile phone and a laptop to do this.
People are working from shared office .spaces, they can he just in a serviced
building. . . Our infrastructure has changed, our communication, broadband has
made a difference. It has opened up video conferencing. It has changed people \s
expectations,
Danny - ex. Account Manager & Teleworker, Technology Sector.

The following respondent concur that technology has opened up new opportunities:

Multinational culture always leads the way with indigenous companies following,
and the .same applies here. The world has changed - with internet broadband
technology speeds, and with the huge variety of mobile communication, presence
in the office is no longer necessary for many working professions,
Patrick - Global Project Mgr. & Teleworker, Technology Sector.
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4:8 Summary
This chapter presents the data collected from a series of interviews with thirteen
teleworkers, ex-teleworkers, or managers of teleworkers. A number of themes emerge
from these interviews which are analysed and presented in the following chapter. This is
structured in accordance with the research questions posed in Chapter 1 and assessed
against a backdrop of the literature reviewed in Chapter 2. A series of models have been
developed based on these findings, and are also presented in Chapter 5.

212

Chapter 5: Main Findings, Conclusions and
Recommendations

JVork is what you do, not where you do it,
The President of the United States, Barack Obama.

5:1 Introduction
This body of research embarks on an exploration of teleworking in Ireland. This current
research study seeks to understand, primarily, why the proportion of teleworkers in
Ireland is low, trailing many of our European neighbours. This chapter collates the key
findings from this empirical research, indicating a number of important conclusions that
can be drawn from the analysis conducted by the researcher. Some fascinating new
findings are presented, based on both the primary and secondary research conducted.
These indicate that socio-cultural barriers and management practices may significantly
impact Ireland’s progress towards the acceptance of telework as part of normal
organisational culture. A model for practice has been created to synopsise the factors
influencing the introduction and successful implementation of telework in Irish firms, and
thus guide the process of establishing a telework program. This model has resulted in a
checklist for stakeholders in a telework program, which extrapolates the theoretical
findings of this current research into a practical usable tool. Some suggestions for future
research are presented, along with recommendations for the future of telework in Ireland.

5:2 Perceptions of Telework
The conclusions of this current research identify telework as a positive and promising
alternative to the traditional office. 91% of the Irish teleworkers, both past and present,
interviewed as part of this current research, share a positive experience of teleworking: “I
think it’s great ... If everybody who could telework, teleworked, we’d lower our
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dependency on fossil fuels, we’d have better work/life balance and there would be more
disposable income due to savings on transportation costs”, (Chapter 4: 98).

In agreement with much previous research (Kurland and Bailey, 1999; Baruch, 2000; Teo
et ai, 2001; Parent-Thirion et ai, 2007), yet contrary to some previous Irish research on
the topic, (O’Connell et al, 2004; Russell et aL, 2009), this current study reveals positive
experiences by teleworkers in relation to work/life balance, reduced commute, lower
stress and increased flexibility. For 54% of respondents, work/life balance is the primary
motivation for teleworking. This aligns with the findings of Hartig et al., (2007), who
notes that most employees who telework, do so to cope with commuting and/or parental
demands.

From an organisation perspective, the motivating factors for introducing telework include
reduced costs, staff retention and more positive company image. Cost effectiveness
serves as the primary impetus for employers to introduce teleworking (Lindstrom and
Rapp, 1996; Baruch, 2000; Teo et ai, 2001; Mann and Holdsworth, 2003). This current
research concurs, observing that for many companies, telework offers an attractive cost
reduction strategy, either through ‘hot-desking’ which cuts down on the need for office
space, or by eliminating the need for an office altogether through setting up a small
home-based team in a new location. Teleworking also acts as a retention tool for key staff
that may have to move for personal reasons: “Taking a bigger picture view, 1 think it
helps to hold onto people”, (Chapter 4: 102-103). Interestingly, this supports previous
findings (Baruch, 2000; Potter, 2003; Golden, 2006) indicating positive linkages between
organisational commitment and turnover intentions and telework. A further benefit for a
number of companies is the positive company image associated with being seen as a
‘family-friendly’ employer, offering progressive and flexible work practices: “It was
introduced by H.R., so that they could talk about their progressive H.R. policies, and the
company could claim it valued flexibility for its staff, and supported work/life balance”,
(Chapter 4: 109).
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Significantly, a strong correlation was found in this current research, between the
motivation for teleworking, and the perception the contributor had of teleworking. In
100% of cases in this current research, where teleworking was initiated either by, or on
behalf of, the teleworker or their manager, it was seen in a positive light by that person:
“One guy who was a guru in a technology, got married and moved to Dublin. He was
going to resign from the company, and I actually suggested to him why don’t you
telework? And it worked”, (Chapter 4: 109). In the circumstances where telework was
initiated because of company needs and not those of the teleworker, however, the
perspective was much more balanced.

Baruch (2000) notes, that not everyone has the personality characteristics to make a
successful teleworker, and this is reflected in the responses from the teleworkers
contributing to this current study: “Less people are suited to working from home than
they may think themselves”, (Chapter 4: 120). Research on the personality-type most
suited to teleworking (Gray et al., 1993; Haddon and Lewis, 1994; Korte and Wynne,
1996; Baruch, 2000) is strongly reflected in the data gathered from the respondents in this
current research. Those interviewed, saw it as vital, that teleworkers be self-motivated,
independent, organised, responsible, goal-orientated, technically self-sufficient, and
strong communicators.

Prior experience with a company is vital to the success of teleworking (O’Connell et al.,
2004 and Gainey et al., 1999). 38% of candidates interviewed for this current study,
indicate that experience working in the office is important to establish a track record;
build a strong set of working relationships; establish a track record of trust with their
manager; and familiarise oneself with the organisational culture: “I think they need to
understand the organisational culture, group norms, ground rules, expected behaviours,
when you escalate, when you flag an issue, that kind of stuff. 1 think it would be crazy to
just hire somebody and let them telework”, (Chapter 4: 145). Interestingly, 100% of the
contributors to this current study, who teleworked on their own request, had already built
up a reputation within the company and had an established performance history.
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A clear finding from this current study was the vital role that trust plays in relation to
telework — the relationship between teleworker and their manager have to be built on a
foundation of trust to ensure a successful teleworking relationship: “I think it's important
for a manager to trust his team, treat them with respect and not to be a micro-manager”,
(Chapter 4: 120).

According to Potter (2003), in order to supervise teleworkers,

managers must be able to trust people outside of their field of vision, must be able to
manage by results, and must be able to build relationships across a dispersed
organisation. Indeed, fascinatingly , for a few of those interviewed, this ‘trust’ comes less
naturally to Irish managers and almost certainly acts as a constraint to the implementation
of teleworking in Ireland. This important finding will be explored further in section 5.4.
The teleworkers in this current study stressed that a strong trust-based relationship existed
with their respective managers.

Supporting the findings of Korte and Wynne (1996), the importance of setting clear goals
was highlighted by a number of respondents: “As a manager, that person would need to
ensure that whatever the teleworker needs is available and that their role and tasks are
clearly identified and that weekly or monthly goals are being met ”, (Chapter 4:121). An
interesting theme arising from this current study was the pervasiveness of a results-driven
culture within the organisations represented.

A ‘management by results’ approach was

in place for 91% of those interviewed, many of whom worked within a formal
performance management structure.

Interestingly, good communication skills were highlighted by 38% of the respondents as
being a further requirement in a manager to successfully manage teleworkers, although
significantly, this did not feature in the literature. One respondent characterised this as:
“An ability to get information out of people and keep in contact with them”, (Chapter 4:
122). There was recognition of the importance of managers making themselves available
for the teleworkers.

216

5:3 Organisational Influences
In order to understand the nature of telework in Ireland, it is important to characterise the
companies that choose to adopt such a flexible work practice. The organisations for
which the contributors in this current study worked, span various different industries in
the private sector, consisting largely of multinationals. It also incorporates some small to
medium-sized enterprises (SME), including some very new companies. This reflects the
findings of Peters el al., (2004) that the size of the organisation does not influence the
likelihood of teleworking. The SMEs included in this current study, fell in line to a large
extent with the description outlined by Clear and Dickson (2005) that the majority of
teleworking firms established in the ‘Internet era’, demonstrate an inclination towards
virtual-working from the outset, and display an advanced use of technology. According to
Haddon and Eewis (1994), on the whole, high-tech firms, especially, communications
and computer companies and divisions, along with the financial services sector, have had
the highest profile of teleworking. The businesses represented in this current study
largely fell into these categories, spanning industries in the financial services sector,
energy, retail, telecommunications and the technology sector. In jnany cases, advanced
technology was used to support geographically dispersed teams and communication over
email and teleconferencing was the norm.

In this section, the findings in relation to the companies supporting telework are
presented. In order to understand how and why companies implement teleworking, the
motivation for companies to introduce or support telework is explored. As well as this,
the key telework decision-makers are identified and the roles that were seen as suitable
for teleworking are presented. The findings on organisation culture and the common
elements between the teleworking companies in this current study are revealed, along
with what would be seen as critical success factors in relation to the type of corporate
culture that can act as a suitable incubator for flexible work practices such as telework.
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5:3.1 The Decision Makers

This current research found that for the larger companies represented in this current
study, there tends to be two layers of decision makers who ultimately each play a pivotal
role in making teleworking available to employees. For larger corporations, the initial
decision tends to be a policy decision at a corporate level within the organisation. Many
of the respondents contributing in this study, from these large multinationals, refer to the
policy in relation to telework: “The organisational policy includes full remote and partial
remote working”, (Chapter 4: 125).

These policies typically considered role suitability,

logistical requirements (broadband, suitable work area, etc.), and individual track record,
as key components on any decision to allow telework to proceed. This current study also
identifies, that in some multinationals, policies in relation to telework are not necessarily
implemented consistently across all geographical boundaries. Some of those interviewed
spoke of policies being in place in the U.S. for a number of years, which were only now
being considered for Ireland. One respondent was able to telework because their manager
was U.S.-based, where teleworking was common-place in the company, and so, was quite
used to their team-members working from home. This topic is covered in more detail in
section 5:5.3.

Ultimately though, assuming teleworking is facilitated via company policy, it is the
person’s direct or second-level manager who makes the decision on granting telework.
These lower level managers are typically the ‘gatekeepers’ of such arrangements (Drew
and Daverth, 2009). An important finding in this current research, is that for some of the
companies, particularly, the relatively new and highly innovative organisations, telework
forms part of the fabric of the culture. In such cases, although the manager has final
approval, there is a general expectation that if the role is suitable and setup is in place,
that some level of telework would be allowed: “All managers within the company are
very much open to the idea that if it is possible, if only for one day per week, that it
should be looked at as a viable option”, (Chapter 4: 126).

For others though, the

managers’ discretion on the granting of teleworking, potentially, could lead to inequitable
access to this facility. For example, one respondent describes how they were no longer
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able to telework when the management structure within the organisation changed.
Another contributor highlights the danger of it being left up to one manager to approve
teleworking as their bias may negatively impact the decision making process.

Each of the managers, interviewed as part of this current research, emphasise the need to
retain control of the process and the ability to implement teleworking for individuals on a
trial basis and revoke it if necessary: “If someone comes to me asking if they can
telework, 1 would be very much inclined to do it on a trial basis, and say to them if you
can prove to me that you can do one day per week and 1 can see there is, at a minimum,
the same level of performance and hopefully better, then we can look at doing it”,
(Chapter 4: 146).

5:3.2 Organisational Culture

The organisations represented in this current research study, tended to be either large
multinationals, or young dynamic, open-minded, and flexible companies. An interesting
finding revealed by this current research, is that both share a common feature — telework
very much forms part of the fabric of the culture for many of the companies — but for
two different reasons. For most of the larger multinationals, the corporate culture now is
very much characterised by geographically dispersed ‘virtual’ teams, so conference calls,
remote team members and collaborative technology are very much a way of life and
telework simply a very natural extension of this. For some of the younger more flexible
organisations, there is strong evidence of an openness to implement structures that make
sense and an understanding of the potential modern technology brings to facilitate such
structures.

According to Mason (1993), employees who normally commute to the office and spend
eight hours a day behind their desks are being transformed into more technologically
aware, flexible workers who are no longer bound by the confines of the office walls. A
common theme for many respondents in this current research study, is the increasing
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prevalence of virtual teams with ever-broadening geographical dispersion, leading to the
formation of a ‘virtual society’ (Handy, 1995; Igbaria et al., 1999; Hoang et aL, 2008).
Benko and Anderson (2010) posit that;

Workplaces aren’t what they used to he.

.

. Knowledge and service work

dominate the economy. Compared with traditional production processes, much of
this work is less hound to a physical location. As a result of technological
advances and glohalisation, workers are less tethered to traditional offices and
set hours. And the makeup of work is changing, too. Companies use forty times as
many projects now as they used twenty years ago, heightening the need for
teamwork, (2010: 2).

This perspective was reflected in many of the workplaces described as part of this current
study. One contributor describes how they could now telework as a result of a change to a
more global

project-based organisation structure. Organisational

boundaries are

becoming more permeable and for those organisations in which working with remote
teams is the norm, teleworking is a natural extension of this. Some of the managers
interviewed had remote team members and to them, it didn’t matter if they worked from
an office or from their home, once they were doing the work they were assigned. In such
virtual organisations, telework has become very much part of the culture: “With such a
distributed labour pool and the frequency with which employees work from home
(overtime, on call), it's very much part of the fabric of the organisation”, (Chapter 4:
136). There is a considerable difference between the management cultures in
multinational companies operating in Ireland, which will tend to have a U.S.-derived
culture, compared to Irish indigenous companies (Bates et al., 2002). Indeed, Bates et al.,
(2002), posit that multinational companies, by virtue of being or having branch offices,
already have experience of working at a distance from colleagues and customers, which
is likely to reduce the fear of uncertainty that teleworking may initially inspire.

An interesting finding of this current research study is that a focus on delivering results
rather than ‘face-time’ in the office is a common thread running through most interviews.
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with the majority of respondents indicating that performance is measured in their
companies by their outputs. Many of the larger companies represented in this current
research study, have formal performance management systems in place which involve
initial goal setting, regular reviews, and formal evaluations.

For some of the respondents, the spread of organisations across time-zones, meant that
there was an expectation of availability across these time-zones. This ‘always on’ culture,
although acknowledged by some as being the case regardless of from where one is
working, is for some exacerbated by increased expectations when working from home.
This, for one respondent in this current study is the only thing they would change
regarding teleworking.

5:3.3 Role Suitability

The roles identified as suitable for teleworking, by the majority of respondents, very
much align with the literature (Fladdon and Lewis, 1994; Baruch, 2000; Haddon and
Brynin, 2005). High contact roles, or those involving significant client interaction or
politically sensitive discussions are not seen as suitable, fechnical writing and many
software

development

functions

are

deemed

a

good

match

for teleworking.

Manufacturing and laboratory roles are perceived to be unsuitable.

Interestingly, such has been the rapid development of supporting technology, that some
of the roles seen as unsuitable for teleworking by some, are roles that are already being
worked effectively from home by other respondents. These included finance,
management, and testing roles, as well as roles involving highly technical discussions.
Many managers and project managers are successfully working from home, albeit for
many, on a part-time basis, to garner the dual benefits of focused uninterrupted time at
home to complete specific tasks (Clear and Dickson, 2005) and face-time in the office to
develop and maintain relationships and progress office-based team activities. Some
testing roles initially identified as unsuitable for teleworking based on the need to access
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equipment are now being successfully completed remotely. In fact in some testing roles,
teleworking is seen as highly suitable due to the ability to focus on recreating complex
technical scenarios. Many roles including technical, collaborative and laboratory roles
are highlighted as becoming more suitable, largely facilitated by advances in technology
and advanced tools and equipment.

5:3.4 Technology Support

In line with the literature (Hoang et al., 2008; Gray et al., 1993; Clear and Dickson,
2005), tools and technology emerge from this current research as key enablers for
teleworkers,

facilitating collaboration,

integration

and

communication

with

the

organisation. Although one long-time teleworker, describes technology in Ireland, when
they commenced teleworking as ‘dreadful’, this respondent perceives technology now as
a significant intluencer: “Our infrastructure has changed, our communication, broadband
has made a difference, it has opened up video-conferencing”, (Chapter 4: 147).

Email and teleconferencing technology are used by the majority of respondents in this
current study. Instant messenger tools (these allow teleworkers to check if a colleague is
at their desk, and communicate with them instantly when present), represent a vital
element of the toolbox of many of the teleworkers interviewed; “as IT collaborative
technology became more the norm, such as instant messaging, it integrated teleworkers
back into part of the community again”, (Chapter 4: 148).

‘NetMeeting’ type

technologies which facilitate the sharing of desktop applications between users, and
‘White-boarding’ tools which allow teams digitally create and instantaneously view
designs and diagrams overcome many of the difficulties associated with remote
collaboration on highly technical initiatives: “What 1 found, and 1 was ver>' impressed by,
was with the IM (Instant Messenger) and 3G broadband, that there was sufficient
capacity there to be able to do your work, set up a NetMeeting so you could share your
screens and also on the same NetMeeting use the voice function. And the performance
worked”, (Chapter 4; 149).

Developments in the arena of mobile technology are

222

bringing more advanced smart phones and increasingly portable tablets. These devices,
along with enhancements in broadband and WiFi coverage and speeds, allow mobile
working to become a progressively viable option for an ever growing proportion of the
working population: “Right now, we could all work from home deliberately. We could all
work from our couch without moving a foot, (Chapter 4: 186).

Technology, however, is not the panacea for all teleworkers. The reality for many
teleworkers is that regardless of the tools being used, if speed, reliability and availability
of broadband technology, is not sufficient to meet the needs to telework, it will not be
successful. Although most respondents in this current research, acknowledged that
broadband is sufficient for their needs, many express a desire to have a faster, more
reliable service than is currently available. Indeed, many see broadband still as a barrier
to the spread of teleworking in Ireland, as will be discussed in more detail in section
5:5.1. Others maintain that equipment such as high speed printers, bigger screens, etc.,
which arc readily available in the office, can not be provided to teleworkers, and so
efficiency is reduced.

5:4 Individual and Group Impacts of Telework
The following section outlines the findings of this current study, in relation to the effects
of telework on the lives and careers of those impacted by it, such as the teleworkers and
their colleagues. It views this from the perspective of work/life balance, career impacts,
as well as the effects on productivity and group dynamics.

Although the respondents do acknowledge some challenges in maintaining a division
between work and family life while working from home, these are perceived as being
outweighed by the benefits, and telework seen as providing a welcome aid to achieving
greater work/life balance. From a career perspective, those respondents engaged in parttime teleworking see no negative career impacts, although they acknowledge that
maintaining ‘face time’ in the office is important for maintain relationships. In general,
teleworkers see positive impacts on productivity, resulting from a reduced volume of
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interruptions, and negative implications for group dynamics. Each of these findings is
elaborated in the following section.

5:4.1 Impact of Telework on Work/life Balance

Globalisation, competitiveness and economic conditions are steadily placing increasing
pressure on modern workers, and as they struggle to cope with the competing demands of
work and family, parents are feeling increased pressure on their time, decreased sense of
worEdife balance, and an overall decline in satisfaction with life compared to previous
years (Zuzanek, 2004). Flexible working arrangements are an important mechanism to
balance work and other commitments (Evans, 2001). Supporting the Endings in the
literature (Kurland and Bailey, 1999; Teo et al., 2001; Hill et al., 2003; Collins, 2005;
Parent-Thirion et al., 2007; Flilbrecht et al., 2008), the experiences of those teleworkers
interviewed in this current study were 91% positive in relation to the impacts on work/life
balance. Telework is seen as particularly beneficial to parents due to the enhanced
flexibility it allows. For most, telework presents an invaluable opportunity to balance
work and family life: “1 feel that it helped me manage and improve my work and home
life”, (Chapter 4: 152). From a practical perspective, teleworking allows respondents to
more easily pick up and drop off children, complete small chores during breaks and lunch
hours, and for many, avoid a long and stressful commute. It also reduces the stress
associated with the daily routine, and ensures that they are in close proximity in case of
emergency: “One day working at home, meant at least one day where 1 could avoid the
stress, time and cost that comes with the commute to and from work and having a small
baby”, (Chapter 4: 105).

Some of the respondents in this current research very carefully protect the boundaries
between work and personal life, using mechanisms such as ignoring all interruptions (for
example, ignoring the doorbell ringing during working hours), and having children refer
to the teleworker by his or her given name while upstairs working, and as Daddy or
Mommy when downstairs, so accessibility is symbolically restricted during work hours.
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Other teleworkers experience difficulties, reporting significant spillover from work into
family life and vice versa. Working at home in high-stress jobs can lead to greater
intrusion into family life, due to the constant omnipresence and the inability to ‘leave
work at work’ (Hyman et aL, 2003). This is reflected in the case of one full-time
teleworker in this current study who struggled to maintain boundaries between work and
family life. As a result the boundaries became very blurred: “1 found it very difficult to
separate. . . It may have helped the balance between work and personal life if 1 was in an
office more regularly”, (Chapter 4: 158). This teleworker’s family, too, experienced
similar difficulties: “it was kind of difficult for my wife to get the fact that because I was
in this other room I wasn’t in the house”, (Chapter 4: 158).

The managers interviewed as part of this current research offered a slightly different slant
on childcare as a particular area of concern in relation to teleworks ability to enhance
work/life balance (Baruch, 2000). Each manager referred to the fact that telework is not
an alternative to childcare due to an inability to be able to focus exclusively on work
items: “If someone’s reason for working from home is so that they keep an eye on their
kids that was a very bad reason and that reason should be enough to stop them from
teleworking”, (Chapter 4: 159). Some teleworkers supported this view, describing
examples where telework was either being requested, or being used as an alternative to
childcare. Indeed, a few companies performed a verification that childcare was in place
before considering permitting telework.

Interestingly, a clear finding from this current research supporting Baruch (2000), is that
having a dedicated office space away from the heart of daily activity in the home, is a key
success factor for teleworking. The 70% of the teleworkers interviewed who had a
dedicated space, when working from home recognised the important role it played in
delineating the boundary between work and personal life within the house. The
teleworkers

without a dedicated

office

space,

experienced

significantly

more

interruptions, and struggled when it came to being able to protect their work-space from
intrusions: “I think you have to physically have a study or have a room totally assigned to
it and geared as if you were in a cube or an office in a company. . . I would prefer not to
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do the bit of work at the kitchen table, as I feel that then mixes the fact that it’s work, and
pushes the boundaries”, (Chapter 4: 114). A number of the organisation’s who employed
the respondents in this current study, recognised the importance of establishing a separate
work environment and built it into a list of pre-requisites for teleworking.

5:4.2 Career Impacts of Telework

Interestingly, contrary to the literature (Duxbury et al., 1987; Haddon and Lewis, 1994;
Kurland and Egan, 1999), which points to negative impacts on career progression for
teleworkers, this current research has found this to be the opposite for the majority of
those interviewed. In many cases, performance and career progression are results driven
and presence in the office does not appear to be a consideration in promotion
circumstances. Indeed, this current research supports the findings of Mill el al., (2003)
that telework was neither a positive nor a negative influence on career opportunity due to
the fact that when flexible work arrangements have been in place for so long in a
company, the practice becomes normalised, and work venue is no longer seen as an
impediment to career development. It is indeed the case, that for many of the respondents
in this current research, teleworking has become very much a normal part of the culture
within the companies involved.

For some, the increased flexibility allowed by teleworking, meant they were more
available during ‘out-of-core’ hours, which was a significant benefit for companies with
geographically spread teams: “Overall it’s had a great impact on my career, because I
have the flexibility to be on a conference call or respond to mails as needed”, (Chapter 4:
163). Contrary to some existing research (Baruch, 2000; and Hill et al., 2003), no
evidence is found in this current study, of reduced career expectations due to teleworking.
Telework, however, may indeed form an invisible career barrier. A number of
contributors alluded to the fact that if considering a change in career in the future, the
availability of telework would impact their decision: “It would have an impact on any
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career decisions I’d make. If 1 was to go for promotion now I would want to know if I
could telework”, (Chapter 4: 163).

A noteworthy finding of this current research is that full-time teleworking tends to be
more likely to result in negative career impacts. The only respondent whose experience
supports the findings of Kurland and Egan (1999) that teleworking had a negative career
impact, is a full-time teleworker: “I think in terms of hierarchy these larger corporations
will always have their key team members centralised in a specific locations”, (Chapter 4,
164). In fact, in the latter stages of this contributors career, when the company
experienced difficulties and were forced to implement lay-offs, it was very much ‘out of
sight, out of mind’ for those working remotely: “You can’t step over the corpses, to help
the guy you can’t see, you try to clear out the mess around you first”, (Chapter 4: 167).
Interestingly another full-time teleworker who only teleworked for a short period of time,
expressed a view that they expected that telework would have impacted their future
career prospects, given the absence of networking opportunities.

An interesting finding of this current research, is that many of the teleworkers who
perceive no negative impact on their career, do not telework full-time, and recognise the
importance of ‘face-time’ in the office. Most interviewees acknowledge the danger of
being ‘out of sight, out of mind’, ensuring that the arrangements they have in place for
teleworking mitigate against this risk: “1 try to be in the office twice a week just to keep in
touch or be seen, and not to be out of people’s minds”, (Chapter 4: 187). Of the teleworkers
who report no negative impact on career, 100% of them telework on a part-time basis and
with one exception, would not work from home on a full-time basis: “I’d have go in at
least one day a week Just to show my face”, (Chapter 4: 204).

Kazmierczak and James (2008) indicate that implementing telework can risk losing the
‘water-cooler effect’, that spontaneous collaboration and exchange of ideas that occur
when co-workers are face-to-face. A number of respondents referred to the importance of
this informal networking and information sharing that occurs — lunchtime conversations,
chats over a cup of coffee, or water-cooler catch-ups: “You miss out on learning by
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osmosis... you don't overhear conversations and get involved in discussions that you
would if you were surrounded by people

(Chapter 4: 166). This tacit knowledge shared

informally, is absent from a full-time teleworker’s arsenal. There is also an
acknowledgment of the importance of relationship building, for which time in the office
is seen as an invaluable foundation. This is explored further in 5:6.1.

5:4.3 Productivity Impacts of Telework

Telework is perceived as positively im.pacting productivity (Baruch, 2000; Potter, 2003;
Neufeld and Fang, 2005, and Collins, 2005), particularly when viewed from the
perspective of the teleworker. This is generally attributed to decreased interruptions and
longer hours worked. There is unanimous agreement among part-time teleworkers in this
current study, that they are at least as productive and generally more productive when
working from home. According to Hill et al., (2003), although the perception of homebased workers is that telework enhances their productivity, direct comparisons show no
significant difference between the reported performance appraisals between home and
office workers. This difference between perception and reality. Hill et al., (2003) attribute
to the fact that respondents like the flexibility provided by the alternative venue and this
acts as a positive halo effect. However in this current study, both current and ex
teleworkers report increases in productivity, when the latter group no longer benefit from
this flexibility and so would be expected to give an unbiased perspective.

Interestingly, there is only one interviewee who had a different experience, and that was
an ex-teleworker who teleworked for twelve years on a full-time basis.

Although

working, typically, a twelve-hour day spanning several time-zones, this respondent
perceived a need to work harder to get the same amount done. As a result the felt that an
office offered a more productive environment: “if 1 were to weight up what 1 get done in
an hour now versus what 1 got done in an hour working remotely I would definitely say I
would get at least 150% of the work done that 1 was doing at home”, (Chapter 4: 171).
This lower productivity was attributed to increased difficulty focusing on the task at hand
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in a more relaxed home environment, as well as needing to allocate a certain proportion
of the working week specifically to maintain working relationships. This contributor did
feel that working from an office for some of that time would have improved this.

A strong link exists between working from home and long hours of work (Hill et ai,
1996; Dimitrova, 2003; Mann and Holdsworth, 2003; CSO, 2003; and Russell et ai,
2009). This indeed, is almost exclusively the case, for those teleworkers interviewed for
this current study. Where commute time is eliminated, this was fully or partially re
allocated as additional work-time.

Even in the absence of reduced commute times, there

is a tendency to work longer hours to ensure there was no misconception that the
teleworkers were not working: “1 think if you are working from home you will always
work more just because you want to prove that you’re not slacking off', (Chapter 4: 173).
I'he absence of the visual stimulus of colleagues leaving the office tends to blur finishing
times for teleworkers, and results in teleworkers falling prey to the desire to work longer
to complete work tasks.

5:4.4 Telework Impacts on Group Dynamics

Varying perspectives on the impacts of telework on group dynamies is expressed by
those participants in this current research. For some, having people working from home,
dilutes group dynamics “as technical groups tend to discuss group projects and issues
during water-fountain, breakfast- and lunch-breaks which can lead to tacit knowledge
getting externalised and leads to improved knowledge and learning”, (Chapter 4: 177).
Team meetings and collaboration became more difficult as face-to-face communication
was eliminated and synergies are reduced (Kurland and Bailey, 1999). Some teams
overcame some of these difficulties by ensuring certain times were allocated for face-toface meetings which everyone attended.

For one ex-full-time teleworker, group dynamics is a big issue: “You can’t get a feel for
what a person needs or is really thinking about you”. Chapter 4: 178). Correspondingly,
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those respondents who reported no impact on group dynamics, usually worked as part of
virtual teams already, with many of the team members remote from them. So, their place
of work, whether the home or the office, was irrelevant to group dynamics.

5:5 Barriers to Telework in Ireland
This current research seeks to understand the nature of teleworking in Ireland and
uncover the barriers to telework in Ireland in particular. Research by Adam and Crossan
(2000) on telework in Ireland, indicates that barriers present in the form of technology
costs and bandwidth, as well as psychological barriers perceived by Irish managers in
adapting their methods of supervision and coordination to new organisation forms. This
research uncovered some very interesting new findings in this area which are outlined in
the following sections.

5:5.1 Broadband Availability

The availability and speed of broadband rollout, acts as a barrier to telework
implementation (Bates et al., 2002). In January 2010, Forfas published a study
benchmarking Ireland’s latest broadband performance (Forfas, 2010), which has
suggested that Ireland has made significant progress over the last two years in improving
levels of broadband coverage and take-up (with broadband connections up from 58% to
90%, representing a big transition away from dial-up). It goes on, however, to describe
that: “Ireland’s key weakness is the lack of deployment of fibre infrastructure closer to
the consumer for both wired and wireless networks”, (Forfas, 2010). According to Forfas,
“Ireland is currently not well placed to take advantage of future trends in broadband.
Ireland’s relative position has not improved as other countries are moving ahead at an
even faster rate”, (Forfas, 2009).

These findings are very much reflected in the feedback from the participants in this
current study, with 62% of respondents feeling that broadband limitations act as a
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limitation to the expansion of telework in Ireland. The primary issues tended to be in
relation to the speed, availability, reliability and cost of broadband in Ireland.

5:5.2 Socio-CULTURAL Barriers and The Irish Need for Social Affiliation

A significant new finding in this current research, is that the Irish need for social
affiliation mitigates against telework in this country, and helps account for the high
volume of occasional telework in Ireland. The need to be part of a group is a fundamental
human motivation (Maslow, 1954; Buss, 1991; Baumeister and Leary, 1995).

Potter

(2003) posits that the workplace today is the locus of social interaction and friendship for
most workers. For many Irish workers, the complete separation from this epicentre of
their social network, that full-time teleworking enforces, is too excessive. 54% of the
respondents in this current study, contend that the Irish need for social interaction is a
significant barrier to teleworking in Ireland. The Irish psyche is perceived to possess a
greater need than other nations, to retain the social linkage to the work environment:
“There is an Irish mentality of meeting people face-to-face”, (Chapter 4: 189).

Some of those interviewed were very well positioned to comment on this, working across
geographical boundaries. One teleworker, who worked in both Ireland and the U.K.,
observes more of a social life in the Cork office which they perceived as partially
attributing to lower teleworking in their Irish office. Indeed, one of the managers who had
team members across a number of countries, noted that: “I actually think that part of it is
the social thing, because talking to the people that work for me, they don’t want to work
from home permanently, they miss the social aspect, whereas my guys in the U.K., love
that peace and tranquillity”, (Chapter 4: 189). Trauth (2000) similarly, found an Irish
cultural trait of friendliness, which places more value on social interaction compared to
U.S. firms: the “in-work relationships were much stronger in Irish firms, because it was
not just a working relationship. It was a working relationship, but the core of the
relationship was knowing a little bit about the person, having an understanding of him or
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her. . . The people at the Irish site actually had more concern for the whole group, than
was actually visible in other countries”, (2000: 179).

Mixed opinions are expressed by the respondents in this current research, in relation to
the impacts of the social isolation imposed by teleworking on them personally. While
some remain unaffected, others find the isolation of working from home difficult: “I find
working from home very lonely”, (Chapter 4:

185). The relative inability of

telecommunication-mediated social interaction to replace face-to-face interaction was a
salient concern. The absence of the ability to blow-off steam with colleagues under
stressful conditions, and the general comradery in the office was something that
teleworkers lament.

Bailey and Kurland (2002) posit that splitting time between the office and home
environments, provides the ideal solution to minimise against the loneliness of full-time
teleworking. Given the opportunities that telework presents, some loss of contact may be
an acceptable cost of working from home, providing people feel able to build and/or
sustain ties on the days they are present (Wilton et al., 2011). For the teleworkers in this
current research study, part-time teleworking offers the perfect balance. “I believe the
interaction time with people is important. If I had to [telework full-time], I would, but
you could go crazy working from home all year round”, (Chapter 4: 188). This may assist
in understanding the prevalence of part-time teleworking rather than full-time
teleworking in Ireland.

5:5.3 Irish Management Culture and The Trust Issue

The implementation of teleworking will only succeed if there is a culture of
accountability and trust in the organisation (Littlefield, 1995; Daniels et al., 2001). The
respondents in this current study, exclusively concurred that having trust in their
employee was a vital management attribute, and key to a successful teleworking
relationship: “A manager needs to be confident that they can trust the person to get the
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work done”, (Chapter 4: 188). A theme threaded through each interview conducted as
part of this current research, focuses on the criticality of trust in teleworking
relationships.

One of the most fascinating findings from this current research is that a strong presence
of the traditional culture of ‘face-time’, coupled with a general culture of mistrust, still
strongly mitigates against telework in Ireland. 69% of respondents suggest that a
perception that those working from home are ‘dossing’, coupled with a management
culture which requires people in the office, still pervades Irish business and culture. This
management ethos places significant emphasis on ‘face-time’, requiring the team to be
co-located and monitored. As far back as the turn of the century, a report on telework in
the Irish public sector highlighted that:

The wider adoption of teleworking in the public service would require a
substantial change in managerial and organisational culture. In particular, the
strong cultural emphasis at present on visibility and hours of attendance
incorrectly focused managerial attention on time spent at work rather than its
productivity and value added. . . while the wider introduction of teleworking is
both feasible from a technological point of view, and potentially desirable in
terms of cost reduction and better reconciliation of work and family life,
managerial barriers to its development tend to be based around issues of trust
and control, (Humphries et al., 2000)

This emphasis on visibility of workers may trace back to a legacy of factory supervision,
in which close observation of direct labour was common (Gordon, 1988), and still acts as
a barrier to the expansion of teleworking in Ireland.

Daniels et al., (2001) suggest that there may be less teleworking in countries with
hierarchical and bureaucratic management cultures and that national culture not only
influences the adoption of teleworking but also the form adopted. Hoang et al., (2008)
found that corporate culture is still a deterrent to teleworking in many organizations as
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several aspects of teleworking are considered to be somewhat incompatible with current
corporate cultures in which management style is still ingrained with traditional practices.
The traditional style of management and interaction in Ireland, as reported by some
respondents, centralises around the boardroom and the office. Managers tend to prefer to
have all of their employees centralised and lined up in front of them. ‘Face-time’ is a pre
requisite for successful progression — “you need to be in the office, you need to be
seen”, (Chapter 4, 193). As one respondent observes: “I think people are a lot more
pessimistic about the availability of the person they can’t see”, (Chapter 4: 198). Such
observations support earlier suggestions from Bates et al., (2002), that management
culture in

Irish companies has been characterised

as relatively

‘polychronic’

(characterised by informality and multitasking) and tolerant of uncertainty, in contrast
with more ‘monochronic’ cultures (which are more likely to involve a strict
compartmentalisation of activities, and agreed timetables) which may lead to a preference
for face-to-face contact and the avoidance of overly rigid rules that could be construed as
a barrier to some forms of telework.

The organisations in this current study which operate across geographical boundaries
present an interesting comparative opportunity for this current research. Schein (2004)
posits that while organisations often strive to create their own unique cultures, systematic
national, occupational and industry influences all affect organisational values, because
they are imported through their members and because organisations adapt to their
surrounding environment. This current study supports this finding, with telework
facilitated within some multinationals, in other locations, but not allowed in Ireland or by
Irish managers. One contributor indicates that teleworking is positively forbidden in the
Irish branch of their current company, although it is allowed in the U.S. This, they
explained, is at the direction of the local managing director. In research contrasting
entrepreneurial culture within Chinese and Irish software firms, Tsang (2006) found that
“the approach to Irish entrepreneurial firm culture has been, and still is, subordinated by a
moderate level of trust”, (2006: 148). A culture of mistrust in Ireland is similarly clearly
observed in this current research: “If you are a manager in Ireland and you have a team in
Ireland, the Irish manager will be far more reluctant to leave them telework, than the U.S.

234

manager. It’s a cultural thing here. It’s assumed that if you are working from home, you
are on the doss”, (Chapter 4: 194). As another respondent observed, “it’s so easily
abused” (Chapter 4:

196), and all that’s required is one person within a company to

create the perception that it’s not being taken seriously. One of the managers interviewed
as part of this current study described how they rang one of their teleworkers during work
hours and on more than one occasion got through to the teleworker’s mother who had to
get them out of bed.

This mistrust not only resides within the management ranks: “If you talk to colleagues
who can’t telework, there’s a sort of mistrust there or a grudge or something because you
are doing something they can’t”, (Chapter 4: 195). Trauth (2000) in research on the Irish
‘information economy’, similarly identifies a level of mistrust within teams, where
respondents refer to the begrudging of success and criticised the Irish culture for its
failure to recognise achievement and its tendency to ‘knock’ people. Kenny (2001) and
Chhokar et al., (2007) similarly noted an Irish ‘begrudgery of success’ in their respective
studies of Irish leaders and global culture.

Hofstede (1980 and 1991) carried out a large-scale survey of employees across 70
countries in order to identify cultural differences relating to management, thus
establishing the most widely used model of cultural differences in the organisation
literature (Bhagat and Steers, 2009). Typically, countries like Ireland, categorised using
Hofstede’s indicators as exhibiting small ‘power distance’, high ‘individualism’ and
o

weak ‘uncertainly avoidance’ may be correlated with high levels of teleworking. For
example, each of the U.S., the U.K. and Denmark, with high volumes of teleworking, fall
into this combination of categories according to Hofstede’s analysis. It is unclear if
‘masculinity’, an indicator where Ireland scores rather high, would pre-dispose against

* Small power distance is characterised by countries where employees expect to be consulted and managers
tend to minimise their superiority (e.g., Denmark and U.K). High individualism is characterised by
countries with strong respect for private life and individual self-expression and ambition (e.g., U.K. and
U.S.). Weak uncertainty avoidance means there is high tolerance for uncertainty and little need for clarity
and order (e.g., Denmark and Hong Kong). This leads to higher risk taking and greater job mobility.
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telework, unless it was combined with strong ‘uncertainty avoidance’^, (Bates et al.,
2002). Thus, Ireland appears to act contrary to the trend of cultural pre-disposition, in
relation to teleworking.

Paez and Scott (2007) hypothesised that as the number of teleworkers increases, so would
the ease for new adopters to make the change. As teleworking has not yet established
itself as commonplace in Ireland in the same way as it has in the U.K and the U.S., that it
has not inOltrated corporate culture in Ireland: “1 think it’s just that the attitudes follow
on from when teleworking starts”, (Chapter 4: 200). For some of the companies for which
the respondents worked, telework is an accepted practice and very much part of the
culture of the organisation. As this becomes more commonplace, telework may begin to
become more the normal practice rather than the exception.

5:6 The Future of Telework in Ireland
[Workplace flexibility] is an issue that affects the well-being of our families and
the success of our businesses. It affects the strength of our economy - whether
well create the workplaces and jobs of the future we need to compete in today's
global economy,
President of the United States, Barack Obama,

This section outlines the potential for telework in Ireland in the future, from the
perspective of the contributors to this current research study. Part-time telework is seen as
the model of choice by the respondents, mitigating the lack of social interaction and ‘face
time’, while reaping the rewards of increased flexibility and productivity improvements.
The potential of telework to assist Ireland to meet its EU targets for CO2 emissions,
increase cost competitiveness, while offering an invaluable tool for business continuity
management, is presented.

High masculinity is associated with appreciation of material indicators such as size and speed, and little
emphasis of feminine aspects such as quality of life and equality (e.g., Australia and Italy).
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5:6.1 Part-time Teleworking — The Model of Choice

According to Hoang et al., (2008), “what has evolved seems to be the prevalence of
occasional telecommuting in which the balance between reaping the benefits of
telecommuting and conforming to corporate culture’s tradition can be achieved”, (2008:
92). Parent-Thirion (2007) indicates that this is indeed the case in Ireland, with a small
minority of teleworkers doing so on a full-time basis. This current research reveals that
the Irish in particular, need to have some level of interaction with co-workers to satisfy a
need for social affiliation. Weisberg and Porell (2011) suggest that “many employees
who choose to telework do so occasionally, rather than full-time so they can stay
connected”, (2011: 2). This current study research supports this view, contending that in
terms of career development, a presence in the office for relationship building and
informal networking is important.

There is a general recognition of the need for ‘face-time’ in the office to build and
maintain strong relationships with colleagues and to garner the tacit learning
opportunities offered by the ‘water-cooler effect’. The respondents in this current study
express a strong preference for part-time teleworking which is seen as an ideal balance of
increased flexibility, better work/life balance and reduced commute while allowing for
the social affiliation, learning by osmosis and networking that office-based work
facilitates. Those Irish respondents who telework on a full-time basis, would not do so by
choice. They each expressed a need to spend some time in an office with colleagues.
Interestingly the U.K.-based teleworker did not express such a preference, although they
did admit they enjoyed meeting up occasionally with their Irish colleagues. One
respondent noted that there will always be the need for face-to-face interaction: “I’d have
to go in at least one day a week just to show my face. . . 1 think technology will help to
drive more teleworking in years to come but you’ll always have this requirement for faceto-face”, (Chapter 4: 187).
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5:6.2 The Irish Telework Potential

According to a report by the Knowledge Society Division in the Irish government,
combining smart travel, smart work options and communication and collaboration tools
will result in significant cost, time and emissions savings. Embracing these options
enthusiastically will open up strategic advantages for Ireland against its competitors
(McSweeney, 2009). Various respondents described the potential telework has on Irish
society in terms of competitiveness, enhanced flexibility, and environmental impact.

Preliminary results from the Irish 2011 census (CSO, 2011), indicate a population
movement from the cities to the surrounding areas. Teleworking offers opportunities to
redjce work-related travel (thus lowering carbon emissions), traffic and time-wastage. A
recent Joint report published by the European Telecommunications Network Operators'
Association (ETNO) and the World Wildlife Fund (WWF)'^ stated that 22.17 million
tomes of CO2 could be saved by a tlexi-work approach (Knowledge Society, 2009). If a
significant number of people worked from home more than three days a week, this could
lead to energy savings of 20-50%, even allowing for the increase in energy used at home
or ron-commuter travel, flome-working allows employers to use or build smaller offices
that require less energy to construct and maintain, (Climate Group, 2008: 31). A number
of "he participants in this current study believed that there could be benefits to the
‘Green’ economy from teleworking: “If everybody who could telework, teleworked, we’d
lov^er our dependency on fossil fuels”, (Chapter 4: 205).

Sirrilarly, teleworking can aid Ireland’s cost competitiveness: “1 think it’s something that
wil make us even more cost-competitive if we can do this correctly because, number
one, you would have people taking up less spaces in offices, using less resources,
elettricity, etc., heating, even the office space if you have three people teleworking and
the; can share an office it takes you rental space for your offices down dramatically”,
(Chapter 4: 206).

E"NO and WWF “Saving the Climate @ the Speed of Light”
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Operation continuity for many organizations is critical, and teleworking can play a vital
role as a strategy for crisis management (Potter, 2003; Hoang et al., 2008). Interestingly,
one respondent described the role which telework played for them as an emergencyresponse strategy following the 9/11 terrorist attacks. Another ex-telework mentioned
how the lack of teleworking in their current company was a “big bone of contention,
because during the snow and the ice, they insisted that you come in”, (Chapter 4, p).

The Knowledge Society (2009), describes how full service ‘e-Centres’ could be
developed in currently empty office space in the outlying commuter towns. These centres
would have the highest connectivity available including both basic teleconferencing tools
and high-end tele-presence. Benefits would accrue in time saved, emissions reductions
and local economic development. Workday commuter ghost towns could be reborn with
multiple positive effects for the local community. (Knowledge Society, 2009: 76). A
number of respondents mentioned the critical part the government have to play if
telework is to grow in Ireland: “1 think it will grow but unless its incentivised and
encouraged by employers and by the government it’s not going to catch up with our
neighbours in the U.K. and in the U.S.”, ( Chapter 4: 206).

The contributors in this current study also highlight that many of the growing sectors in
the economy today are well-disposed towards teleworking. As highlighted by Bates et al.,
(2002), the high-tech sector and financial services were identified in this current study as
being particularly suitable for telework and the size of this sector presents opportunities
for increasing the volume of teleworking. This research also highlighted the suitability of
teleworking for multinationals: “Multinational culture always leads the way with
indigenous companies following, and the same applies here. The world has changed with internet broadband technology speeds, and with the huge variety of mobile
communication, presence in the office is no longer necessary for many working
professions”, (Chapter 4: 211).
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5:7 Summary of the Main Findings
The following table captures the key findings of this current study:

Table 5.1 Summary Framework of Research Findings
Perception of Telework

This research identified positive experiences of telework in terms of work/life
balance, reduced commute, reduced stress and increased flexibility. A correlation was
identified between the initiator of telework and the perceived success. Prior
experience with the company is important to establish track record, build working
relationships, and familiarise oneself with the culture.
Organisational Influences of Telework

Teleworking is part of the fabric of the culture of some organisations, so, teleworking
is almost automatic if certain pre-conditions are met. Teleworking organisations
tended to be large multinationals or young dynamic flexible companies. Many of the
multinationals had a culture of virtual, geographically-dispersed teams and
teleworking is a natural extension of this.

Some of the roles seen as unsuitable for teleworking by some candidates, were roles
that were already being worked effectively from home by some respondents,
facilitated by advances in technology and advanced tools. Tools and technology (e.g..
Instant Messaging, White boarding, NetMeeting, Conference Call facilities. Smart
Phones, WiFi, etc.) are identified as key enablers for teleworkers, facilitating
collaboration, integration and communication with the organisation.
Individual and Group Impacts of Telework

Work/Life Balance: Telework positively impacts on work/life balance for
teleworkers, thus, reducing stress, allowing them greater flexibility, and reducing
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commute time. Difficulties with blurred work/life boundaries are more than
compensated by these advantages. Creating delineation is vital to maintaining the
boundaries between work and family life. Having a work-area, separate to the
location where family life occurs, is critical.

Career Impaets: Part-time teleworkers report positive or no career impacts, while
full-time teleworkers posit that the lack of visibility impacts on their career. Visibility
or ‘face-time’ in the office is seen as important to relationship building and
information sharing.

Productivity Impacts: The teleworkers consulted for this current study, argue that
working from home is at least as productive as working from an office, under the
right conditions. A correlation exists between teleworking and longer working hours
due to a desire to prove the success of telework, lack of visible cues to finish work,
and an ‘always on’ culture in many organisations.

Group Dynamics: Telework tends to dilute group dynamics and make collaboration
more difficult. For some organisations that already operate in ‘virtual’ mode with
project teams spanning geographical areas, the impact of telework on group dynamics
is invisible.
Barriers to Telework in Ireland

Broadband: This remains a key barrier to telework adoption in Ireland with the
primary issues related to the speed, availability, reliability and cost of broadband in
Ireland.

Irish Need for Social Affiliation: The Irish need for social affiliation and interaction
in the workplace is identified in this current research as being a significant
contributor to the lower volume of teleworking in Ireland and the prevalence of parttime rather than full-time teleworking in the country. Teleworkers miss the ability to
blow-off steam with colleagues under stressful conditions, and the general comradery

241

in the office. Splitting time between the office and home environments, for many
respondents provides the ideal solution to mitigate against the loneliness of full-time
teleworking.

The ‘Trust Issue’ - The Irish management culture and a general culture of mistrust,
mitigates against telework in Ireland. A perception that those working from home are
‘dossing’, coupled with a management culture that requires people in the office, still
pervades Irish business and culture. This acts as a barrier to the expansion of
teleworking in Ireland.
Futu re of Telework in 1 reland

Part-time Teleworking - Working from home on a part-time basis offers the ideal
combination of reaping the productivity rewards from reduced interruptions,
maintaining a better work/life balance, reducing commute time for at least some days,
while maintaining relationships with office-based co-workers, building up ‘face-time
in the office’, and facilitating activities that need to be conducted face-to-face. Irish
teleworkers unanimously expressed a preference for part-time teleworking with at
least one day in the office.

Potential Benefits of Telework in Ireland: ‘Green’ benefits through lower carbon
emissions,

and

reduced

energy

requirements;

potential

to

increase

cost

competitiveness; a continuity management tool in emergency situations. Support
from government and employer’s is central to increasing the volume of telework in
Ireland. Ireland is well positioned in terms of the volume of industry segments suited
to teleworking (e.g.. High Tech, Financial Services, Software) as well as the volume
of multinationals for whom teleworking is a proven concept.
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5:8 Model for Future Practice
While many of the experiences of Irish teleworkers, reflect the themes in the general
literature, there are number of particular obstacles faced by potential teleworkers in
Ireland. These obstacles have, until now, remained unexplored in the telework literature.
The following theoretical model has been constructed by the author, through examining
the outcome of the interview data in the context of the research objectives posited at the
start of the study. This model of the landscape of teleworking in Ireland contextualises
the new findings of this current study and lays the foundations for a model for the
introduction of telework that is outlined later in this section.

Figure 5.1 The Telework Environment in Ireland.
The Telework Environment (Ireland)
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The model outlined in 5.1 illustrates the context in which Irish teleworking operates, and
assists to highlight the key findings of this current research which have not previously
been captured in the literature. Telework decisions are not made in a vacuum. They are
impacted by a number of factors operating at both a micro and macro level. This
research, examines the Irish telework situation as an outcome of the interaction of the
factors at both levels. While there are some interesting findings at a micro level, it is the
examination of the macro level that uncovers the most interesting new findings unique to
the Irish context. These help to understand why telework has not gained momentum in
Ireland at the pace of other jurisdictions and has primarily taken the form of part-time
teleworking as revealed by this research. The factors operating at the micro and macro
levels are broken out in Figure 5.2 and Figure 5.3 respectively to facilitate a more
detailed discussion on the key findings at these levels.

Figure 5.2 The Telework Micro Environment in Ireland.
The Telework Micro Environment
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Figure 5.2 illustrates the micro level factors, which influence teleworking in Ireland,
based on analysis of the data from the research conducted by the author. It captures the
primary influencing factors for implementing telework at an individual and company
level. It also outlines the key considerations in relation to telework. For organisations
considering telework, these are areas to review and ensure that steps are taken to align the
critical success factors to increase the likelihood of success.

Figure 5.3 The Telework Macro Environment in Ireland.
The Telework Macro Environment(lreland)

Figure 5.3 describes the macro environment, within which teleworking operates. Within
each area, the impacting factors highlighted by the respondents in this current study, are
captured with a (+) indicating a positive impact on teleworking with (-) indicating
negative impacts. A key original finding of this current research study, relates to the
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strength of the macro environmental factors, as an influence on the nature and extend of
telework in Ireland.

The previous models of the Irish telework landscape are intended to summarise the
context of telework and aid in understanding the various factors for consideration as part
of the introduction of a telework program. The following checklist has been developed by
the researcher, based on the findings of this current study, which attempts to translate the
critical success factors highlighted by this current research, into a usable tool for
organisations and individuals considering implementing telework.

Table 5.2 Telework Checklist

Telework Checklist
I This checklist has been developed for the use of both employers and employees

i

considering teleworking in order to ensure that key factors in successfully
implementing telework are considered prior to making the decision to proceed.

Teleworker Assessment
1.

Has the potential teleworker an established track record within
the company?

2.

Is the potential teleworker comfortable working on their own
without social interaction?

3.

Is the potential teleworker self-motivated, organised, and
effectively able to manage their time?

4.

Is the teleworker a good communicator and effectively able to
communicate over all media types required while teleworking?

5.

Has the potential teleworker considered how they will maintain
work/life boundaries?

□
□
□
□
□

Manager Assessment
6.

Are there clear goals set out for the teleworker?

□
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7.

Is there a good level of trust between the manager and potential
teleworker?

8.

Has the potential manager good communication skills?

□
□

Role and Organisational Considerations
9.

Is the role that the potential telework fill, suitable for telework?

10.

Is there a mechanism of measuring performance of the
teleworker by their results and not by their ‘face-time’ in the

□
□

office?
11.

Have mechanisms been agreed to eliminate or minimise impacts
on group dynamics? (e.g., Scheduling office times to coincide

□

with team meetings and group activities, etc.)

Logistical Considerations
12.

Does the teleworker have a separate work area available to them
for teleworking?

13.

Is a sufficient broadband service available at the planned
telework location?

14.

□
□

Is childcare in place to allow the teleworker focus on work items
while teleworking?

15.

Is any equipment that the teleworker would require available?

16.

Have the number of days teleworking been agreed, and have any
specific days that the teleworker needs to be in the office

□
□
□

identified?
17.

Have the conditions under which the ability to telework can be
revoked been clearly set out and agreed upon?

18.

How long a trial period is to be established for the teleworker?

19.

Are key tools required by the teleworker and the team they work
with in place? (e.g.. Instant Messaging)

20.

Is there technical support available for the teleworker when
required?

□
□
□
□

247

Finally, Figure 5.4 presents a model for introducing telework within an organisation,
based on the findings of this current research. It is intended to be used in conjunction
with the Telework Checklist (Table 5.2), by organisations considering the introduction of
telework at any scale. This model is informed and supported by the Model of the
telework environment in Ireland (Figure 5.1).

Figure 5.4 A Model for Telework Introduction
Model for Telework Introduction
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This model is developed on the basis of ensuring that the introduction of telework in an
organisation is as successful as possible, in order to increase the likelihood of establishing
it as a standard work model in appropriate circumstances. The Telework Checklist (Table
5.2) supports an Initial feasibility assessment that ensures that telework is a workable
option both for the organisation and the individual. It also highlights some of the critical
areas for consideration arising from this current research. These areas for consideration,
should guide the second step of this process, which is to make any adjustments in order to
increase the likelihood of success. For example, ensuring that there are clear goals in
place for the teleworker, will increase the likelihood of a successful outcome. As
highlighted by all the managers consulted as part of this research study, it is vital that a
pilot is conducted for an agreed period of time, after which a decision is made based on
the experience of both the teleworker and their employers on the benefits to both parties
of continuing the arrangement. At this point it may be necessary to make further
adjustments to the processes in place, and to repeat the pilot. Once a pilot has been
completed successfully, the organisation is much better positioned to consider rolling
telework out further, having already adjusted the telework process to maximise success. It
is recommended that future telework requests also go through the same process as
outlined in Figure 5.4 as the individual factors and circumstances will vary for every
potential teleworker.

These models (Figure 5.1, Figure 5.2, Figure 5.3 and Figure 5.4), checklist (Table 5.2)
and associated conclusions, presents an important new contribution to the extant literature
on the phenomenon of telework in Ireland and the factors that influence the extent of its
spread within Irish business. They offer a practical tool to aid in the implementation of
telework within organisations. This model can also be extrapolated further to telework in
other jurisdictions.

5:9 Recommendations for the Future of Telework in Ireland
Adam and Crossan (2000) posit that that the greatest benefit of telework for Irish
organisations is the increased flexibility it allows. As many of the contributors to this
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current study reflect, telework,

under the appropriate conditions, can provide

opportunities to develop a more flexible workforce positioned to serve the needs of an
increasingly geographically dispersed customer base. Telework can also play a part in
meeting Ireland’s environmental responsibilities and reducing its carbon footprint.
Telework can position Irish companies and subsidiaries to lead the way in emergency
response situations, equipping them to cope with extreme weather conditions, medical
pandemics, and any conditions that would otherwise cripple work progress.

In order to reap these benefits, however, the cultural idiosyncrasies of the Irish psyche
must be recognised and acknowledged. While the Irish workforce may never reach the
comfort level with fulltime teleworking that other countries have developed, identifying
opportunities to increase the part-time teleworking population could garner many of the
advantages of teleworking at an individual, organisational, and national level. This
current research concurs with Baruch and Nicholson (1997) and Goodrich (1990) that the
best output comes from teleworking if it is done on a part-time basis.

At an organisational level, it is thus important for Irish companies to recognise the
potential benefits of telework and seize any available opportunities to introduce the
practice on a trial basis for suitable job functions. Flexibility is a key aspect of today’s
working environment. Flexibility on the part of the employee in relation to extended
work hours, adjusted work patterns, on-call support, etc., can be rewarded by flexibility
on behalf of the employer in relation to work/life balance. As the current economic
environment is one in which staff retention issues are becoming less acute, the pressure to
facilitate staff wishing to avail of teleworking has abated. As this current study shows,
however, those with telework arrangements show a distinct reluctance to give up this
ability, ensuring that organisations with telework arrangements have a competitive
advantage in the future, centred on increased staff loyalty.

Irish organisations should also consider telework as part of a disaster recovery program.
The U.S. Centre for Disease Control, for example, suggests the establishment of
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teleworking policies to deal with influenza pandemics . Telework can also be an
excellent contingency for extreme weather conditions, as U.S. President Barack Obama
recently observed; “it’s about providing better, more efficient service for the American
people — even in the face of snowstorms and other crises that keep folks from getting to
the office. 1 do not want to see the government close because of snow again“, (Office of
the Press Secretary, 2010: 1).

Telework, however, will best be implemented in the future in a culture that is
‘performance’ rather than ‘face-time’ based, and one in which individual responsibility,
within clearly defined goals and targets, is the norm. This challenges the very core of
some organisations to transform its culture to one in which responsibility and autonomy
is distributed within the team and trust is central to relationships within the organisation.

Caution should be employed, in the selection process for teleworking, to ensure its
success. A clear finding from this current study was a consistent view on what makes
telework arrangements work. It works best where there is trust and an ‘open mind’ on the
part of employee and employer, where there is clear allocation of responsibilities, where
staff are committed and experienced, where there is flexibility shown on both sides to
make it work, and where tasks and responsibilities are clearly outlined and targets set.
At a national level, while the Irish government commissioned a Code of Practice (which
was later updated in light of a European Framework agreement) in 2000, the initial
momentum shown appears to have has been lost in the years that followed. Fiscally, the
Irish government can play an active part in promoting telework by facilitating the
development of a telework-friendly society including the creation of an imaginative tax
environment to foster the growth of telework by adapting taxation tools already in
existence. Initiatives in place in the U.S. to encourage telework could provide a possible
direction for the Irish government. In the U.S., teleworking is actively promoted at State
level, as part of an overall strategy to increase the usage of family-friendly policies in the
workplace, through the setting and attainment of targets in relation to the number of
See http://w\v\v.cdc.tzov/flu/pandemic/pdf/busiriessChecklist.pdf
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teleworkers. The U.S. Telework Enhancement Act (U.S. Government, 2020) was signed
into law in 2010, and provides a framework for Federal agencies to better leverage
technology, and maximize the use of telework, requiring each agency to establish a
policy under which eligible employees can telework. The U.S government are in the
process of introducing the Telework Tax Incentive Act to allow an employer or employee
a tax credit for telework expenses incurred or on behalf of a teleworking employee.

The findings in this current research highlight the importance of broadband in Ireland to
the growth of telework. Building Ireland’s Smart Economy, which outlines the
governments programme for medium-term economic recovery based around the concept
of the Smart Economy, recognises that broadband is a key enabling infrastructure for the
knowledge-intensive services and activities on which future prosperity will increasingly
depend. According to Eamon Ryan, a former Minister for Communications, Energy and
Natural Resources, “the Government has made it clear that the development of higher
speed broadband connectivity is central to future economic and social development. The
task for us now is to introduce the next generation of broadband access systems so we can
benefit from the enhanced opportunities provided by ICT which has the capacity to
change the way we live and work”, (Dept of Communications, Energy and Natural
Resources, 2009: 6). This commitment has been carried through to the present
government which has set up a task force to extend super-fast next generation broadband
across all areas of the Republic (O’Brien, 2011). While Ireland has made significant
progress in improving levels of broadband coverage and take-up in the last two years, we
are still behind competitor countries in terms of rolling out high-speed next generation
networks, and although the download speeds available in Ireland are greatly improved on
recent years, they remain below the fastest speeds available to customers in other OECD
countries (Forfas, 2010). According to the CEO of Forfas, greater investment in
telecommunications infrastructure is required if Ireland is to converge towards leading
countries in terms of high quality broadband availability. Forfas have published a list of
policy recommendations, to address this which should be implemented, in order to ensure
Ireland’s competitiveness. It is now imperative that the Irish government prioritise
investment in developing Ireland’s broadband capabilities thus increasing Ireland
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national competitiveness and removing one of the key remaining barriers to telework
growth.

5:10 Recommendations for Future Research
This study examines the experiences of teleworker in Ireland, with particular emphasis on
identifying barriers faced by Irish teleworkers. The findings indicate an existence of
socio-cultural barriers, implicit in Irish culture, which have not been highlighted in any
previous studies. In the course of the study, the sample population was extended to allow
a comparative examination of Irish versus IJ.S. and U.K teleworkers experiences and to
include managers and teleworkers who worked across geographical teams. This research,
however, is somewhat limited in its generalisability due to its focus on the Irish aspect of
teleworking. This study could be extended to other countries to facilitate a comparative
study. A sample could be chosen from a range of countries with a view to identifying if
the issues faced by Irish teleworkers are unique to Ireland or are present in other
countries.

This study was restricted to the private sector, due to the difficulty encountered in
identifying teleworkers in the public sector. As some pockets of the Irish public sector
introduced teleworking as far back as the late 1990s, it would be interesting for a future
study, to conduct a case study of teleworking in the public sector to trace the progress of
telework within this sector.

One finding highlighted by this current research is that Irish attitudes to telework have
not yet matured to an extent that it is a normal practice. A longitudinal study of the
introduction and establishment of telework in an Irish organisation would provide
invaluable data on attitude development that may assist with easing the transition for Irish
businesses and society. Attitudinal changes of teleworkers, their managers, the senior
management team, and co-workers, could be closely monitored over the period of the
study so factors impacting change as well as timings of same could be identified.
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During the course of the research conducted for this current study, quantitative data from
secondary sources, on the extent of telework in Ireland was extremely elusive. The CSO
included a ‘place of work’ question in the 2011 Irish census (Central Statistics Office,
2011) which included an option of‘work mainly at or from home’ and this may assist in
providing an indication of the extent of full-time working from home. Questions in the
census also relate to broadband usage and commute times which will provide further
relevant information. The CSO, however, have not repeated their 2003 quarterly national
household survey on telework, so recent data on teleworking in Ireland is not available
from the CSO. Thus, an empirical quantitative survey of Irish workers and companies to
establish the extent, nature and profile of telework in Ireland would inform future
research in this area.

5:11 Final Conclusions
This research expands on the extant literature on telework, addressing a gap in the
literature related to ‘Telework in Ireland’. The research question focused on the ‘Irish
Dichotomy’ and attempted to identify ‘Why Ireland trails its U.S. and European
counterparts in spite of conditions and demographics so apparently conducive to its
success?’ It ultimately sought to identify what, if any, changes can be made to encourage
Irish organisations and employees to take advantage of this flexible work option in the
future.

This research study explored the experiences of both current and past teleworkers as well
as their managers, to ensure a balanced viewpoint. The perceptions of the contributors to
the study have been carefully examined, to assess views on telework, motivations for
implementing it, as well as any required personality traits. Organisational factors have
been considered, in order to assess the influence that variables such as culture and
technology have on telework decisions. The impacts of telework were explored with the
respondents, from an individual, organisational and societal perspective to assess
potential benefits or difficulties. Finally, barriers to telework in Ireland, as perceived by
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the respondents in this current study, were analysed and the future of telework in Ireland
considered.

Chapter 4 presented an analysis of the data, derived from semi-structured interviews
conducted with thirteen telework practitioners spanning technology, financial services,
telecommunications, software, and construction including energy and the retail sector.
The roles represented by the contributors to this current study vary from management
positions such as CEO and vice-president, to very technical functions such as an architect
and technical writer. The analysis of this qualitative data facilitated the identification of a
comprehensive set of findings to address the research objectives of this current study.

T he findings of this current study highlight that telework offers strategic advantages in
terms of competitiveness, and enhanced flexibility, as well as aiding Ireland as a nation to
meet its environmental responsibilities. Flexibility and work/life balance are critical in
today’s dual-earning families, and with economic conditions currently not as conducive
to teleworking as in the past, telework can provide an important tool for the future.
Telework has significant potential as an emergency response tool, to cope with the types
of extreme weather conditions experienced in recent years. This study has found that
government has a vital role to play, however, in incentivising and encouraging telework
and needs to revitalise the efforts demonstrated at the turn of the century to encourage
telework in Ireland.

Teleworking, as a concept, thus offers benefits individually, organisationally as well as
nationally. In order for Ireland, as a nation, to reap these benefits, an acknowledgement of
some of the socio-cultural challenges unique to Ireland is vital. In the researchers
opinion, part-time teleworking, at least for the foreseeable future, will remain the
prevalent form, due to the balance this provides between achieving greater efficiencies
and improving work/life balance, while still staying in touch socially, strengthening
working relationships, and avoiding the ‘out of sight, out of mind’ trap.
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While the great majority of those consulted in the course of this current study are in
favour of telework and feel that it provides significant potential, very real barriers are
seen to exist. Such roadblocks must be overcome if telework is to become widely
available, acceptable and workable. Given the attitudinal challenges associated with
implementing a telework program, there would be clear merits in piloting such an
initiative, the results of which could inform future developments in this area. Some of the
organisations in this current research study provide good examples of where the
successful execution of telework can beget further examples until telework becomes the
norm.
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Glossary

3G

B'** Generation

CEO

Chief Executive Officer

CRM

Customer Relationship Management

CSO

Central Statistics Office

EC

European Commission

EN rO

European Telecommunications Network Operators Association

ESRl

Economic and Social Research Institute

EU

European Union

OOP

Gross Domestic Product

I IQ

Head Quarters

HR

Human Resources

IBEC

Irish Business and Employers Federation

ICT

Information and Communication Technology

ICTU

Irish Congress of Trade Unions

IM

Instant Messenger

ISDN

Integrated Services Digital Network

IT

Information Technology

MRBI

Market Research Bureau Ireland

PC

Personal Computer

PMO

Project Management Office

SME

Small to Medium sized Enterprise

UK

United Kingdom

US

United States

VPN

Virtual Private Network

WWF

World Wildlife Fund
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Appendix A. Interviewee List

Name

Category

Sector

Job Position

Jim

Teleworker

Technology Sector

Service Team Manager

Collette

Past Teleworker

Financial Services

Vice President

Barry

Teleworker

Energy Sector

Head of Planning

Donal

Teleworker

Retail Services

Director

Danny

Past Teleworker

Technology Sector

Account Manager

Roisin

Past Teleworker

Software Sector

Technical Writer

Pat

Teleworker Manager

Telecoms Sector

Senior Resource Manager

Darragh

Teleworker

Construction

Architect

Mary

Teleworker Manager

Technology Sector

Service Team Manager

Michael

Past Teleworker

Telecoms Sector

Project Manager

Nick

Teleworker

Technology Sector

Support Engineer

Patrick

Teleworker

Technology Sector

Global Project Manager

Darran

Teleworker

Telecoms Sector

Project Manager
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Appendix B. Interview Guide

Background Information:

Personal Information:
Name:
Age:

18-25

Gender:

Male

J6-35

36-45

46-65

Female

Marital Status:
Children (Ages):
Education (Highest Level):

Employment Information:
Employment Status:

Employed

Self-employed

Employer:
Company Size (Employees):

0-10

11-50

51-100

101-500

>500

Office Location:
# Global Offices:
Sector:
Position in Company:
Number of Years with Company:

Teleworkins Information:
Average # Days Teleworking:
Telework Location:
Number of Years Teleworking:
Number of Years Managing Teleworkers:
Typical Commute Time (One way): ____
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Interview Questions:
1. Can you take me through the circumstances that led to teleworking and the
motivations behind it? What determined who in the organisation could telework?
2. Can you take me through what was involved in teleworking and a typical day
teleworking?
3. What is your opinion of teleworking?
4. Can you describe the impact teleworking has had on you?
5. How are boundaries between work and personal life maintained while working at
home?
6. What types of impacts (if any) does teleworking have on work/ career?
7. Can you describe the type of culture that exist(ed) in your organisation? Are/were
tlexible working arrangements generally in place and supported within your
organisation?
8. Do you feel that the culture of the organisation has an influence on teleworking?
9. How do/did you think manager and colleagues feel about teleworking and how
supportive are/were they?
10. How do/did teleworkers stay in touch with what’s happening within the
group/company while teleworking and do you believe you teleworking impacts in
any way on group dynamics?
11. What would you see as the most important personality traits for teleworking?
What would you see as the most important personality traits for a manager of a
teleworker?
12. In hindsight, would you (allow) telework again? Why? Would you change
anything?
13. What would you see as potential barriers to telework? How would you see the
future of teleworking in Ireland?
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Appendix C. Interview Profile

Marital
Name

Category

Age

Gemler

Statm

Employment Company Global
Children Education Status

Size

Presence

Sector

Jim

Teleworker

3&'45

Male

Married

Yes

3rd Level

Employed

>500

Collette
Barry

Teleworker
Teleworker

Multinational Technology
Large

Past
26-35
26-35

Female
Male

Married
Married

Yes
Yes

3rd Level
3rd Level

Employed
Employed

>500
11-30

Donal

Teleworker

36-45

Male

Married

Yes

3rd Level

Employed

Multinational

Energy

Startup

Sector

Teleworker

0-10

Indigineous

Male

Married

Yes

3rd Level

Employed

>500

Teleworker
Manager

Director
Manager

Software
36-45

Female

Mamed

Yes

3rd Level

Employed

11-50

Teleworker
Pat

Head of Planning

Aaount

Multinational Technology

Past
Roisin

Services

Large
36-45

Vice President

Retail

Past
Danny

Manager

Financial

Multinational Services

Self

Position
Service Team

Large

Indigineous

Sector

Technical Writer

Large
N/A

Male

Married

Yes

3rd Level

Employed

>500

Multinational Telecoms

Senior Manager

Medium
Darragh

Teleworker

26-35

Male

Single

Yes

3rd Level

Employed

101-500

N/A

Female

Married

Yes

3rd Level

Employed

>500

Teleworker
Mary

Manager
Teleworker

Large

Service Team

Multinational Technology

Manager

Large

Past
Michael

Multinational Construction Architect

26-35

Male

Married

Yes

3rd Level

Employed

>500

Multinational

Telecoms

Large
Nick
Patrick

Teleworker
Teleworker

26-35
36-45

Male
Male

Single
Married

No
Yes

3rd Level
3rd Level

Employed
Employed

>500
>500

Multinational

Project Manager
Support

Technology

Engineer

Large

Global Project

Multinational Technology

Manager

Small
Darran

Teleworker

36-45

Male

Married

Yes

3rd Level

Employed

51-100

Multinational Telecoms

Project Manager
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